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Sau khi hoan 

thanh lu$n an 
ly thuyg't tro 
choi va nh$n 
bang ti£n sT 
_ kinh t£ tai Dai 

hoc Cambridge nSm 1986, Adam 
Brandenburger tOi giang day tai 
Dai hoc Harvard. Nhufng Iu0n 
difi’m cua 6ng vi ly thuy&t tr6 chdi 
va chifi'n luoc kinh doanh dupe 
xuat hi$n rOng rai tr§n cac tap chf 
kinh t£ hang d£u nhd Harvard 
Business Review, Journal of 
Economics... Brandenburger da 
dua nhQng ly thuyS't cua minh 
d£n cac tap doan nhu IBM, 
McKinsey & Co., Merck & Co., 
and Xerox. Hi0n ong la giao su 
cua trubng Dai hpc Harvard. 



Barry J. Nalebuff la Giao su quan 
trj va kinh doanh tai Phan vi$n T6 
chile va Quan ly, Dai hoc Tdng 
hop Yale. Ong day nhiSu khoa hoc 
vS chifin luoc, chfnh trj va lanh 
dao. Ong da ap dyng cac cOng eg 
TU duy chi6'n luge cho Chemical 
Bank, Me Kinsey & Co., va tap 
doan Sawyer. Ong hoan thanh 
Ii 4 n an ti&'n si tai Dai hoc T6ng 
hop Oxford. Ong cung vdi 
Brandenburger vi£t cu6n Co- 
opetition (Tranh hop hay Ly thuySt 
tro choi trong kinh doanh). Ban 
ti£ng Vi$t cua cuOn sach nay l$n 
d3u tifin duoc Gamibook a'n 
hanh tai Vi$t Nam nam 2004. 
LUn tai ban nay, Bachvietbooks 
duoc sy cha'p thi4n ban quygn 
cua Heren Rees Literary 
Agency, cung hop tac vdi 
Gamibook d£ xua't ban. 
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PHAN I 

TRO CHOI KINH DOANH 



CHl/ONG I 

CHlEN TRANH VA H&A BINH 


"Thitcfng trit&ng la chien trif&ng" - do la ngon ngu 1 
truyen thong cua nhtfng ngtfcfi kinh doanh. Trong canh 
tranh c$n to ra khon ngoan hun doi thu, gianh giat quyet 
li^t thj phan, khuS'ch trirofng thirdng hi£u hang hoa, khong 
che nha cung cap, khoa ch^t khach hing. Theo quan diem 
d 6 , se luon luon co ngircfi thing va ke bai trong kinh doanh. 
Cach nhin ve m$t ket eye thing - b^i dir?c Gore Vidal viet 
nhu* sau: "Chi thanh cong thoi chtfa du. Phai lam $ao cho ke 
khac thSt bfli nfra." 

Tuy nhien, cin ctir theo nhiftig gi ngu*di ta hay noi ve 
kinh doanh ngiy nay, ban se kh 6 ng the tiep tijic nghi theo 
kieu nhu 1 v£y. Ban c$n phai ling nghe khach hang, hqp tac 
vdi cac nha cung cap, lap ra cac nhom mua hang va xay 
dy*ng nhutig quan h§ doi tic chien ltftfc (tham chi veri ca cac 
ddi thu canh tranh). Vi tat ca nhtfng dieu do khong he giong 
nhu trong m$t cuqc chien. Ho§c neu khong, cung gan nhuf 
se khong c 6 ngtfdi thing neu vice kinh doanh dirqc tien 
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hanh giong nhu* m$t cuqc chien. Hyu qua thifdmg thay sau 
cac cuqc canh tranh ve gia la sy* syt giam mxtc lyi nhu§n cf 
khap niQi ncfi. Hay thuf nhin vao nganh cong nghiep hang 
khong cua My: thiyt hai trong nhfrng cuqc chien tranh gia ca 
cac nam 1990-1993 con n§ng ne hem tong thiet h$i ma 
nganh nay phai ganh chiu trong suot thcri Orville va Wilbur. 

Bernard Baruch - nha tai phi^t ngan hang hang dau 
cua the ky XX da phan doi Gore Vidal b£ng nhttng lefi nhir 
sau: Khong can phai thoi tat anh sang cua ngtfcfi khac de minh 
toa sang. 

Mac du khong noi danh bang Gore Vidal song Baruch da 
kiem difqc nhfeu tien hefn rat nhi'6u. Vi vay, trong cuon sach nay 
chung ta se nghe theo lot khuyen cua Baruch nhi'eu hern. 

That te la hau het cac doanh nghiyp chi thanh cong khi 
nhutig ngufri khac thanh cong. Nhu cau doi vefi cac mych vi xufly 
(chip) cua Intel chi tang len khi Microsoft t^o ra duve nhung 
phan mem manh htfn. Cac phan mem cua Microsoft, ngVQC lyi, 
trd nen co gia hern khi Intel san xuat ra dirqc nhtfng vi mach c6 
kha nang xxi ly nhanh hem. Ro rang do la stf thanh cong cho ca 
doi ben nhfeu hern la $y c$nh tranh de lam hyi lan nhau. Tinh 
huong nay duyc gQi la ’’cung thSng" (u>?n-u;in). Chien tranh lynh 
da ket thuc va ket thuc cung vdi no la nhQtig gia djnh cu ve cynh 
tranh. Vyy thi: " Li(>u co phai kinh doanh gid day la hoa binh?" 
Dfeu nay tren thtfc t£ cung khong hokn toan dung. Chung ta van 
tiep tyc chfing kien nhtfng xung d$t veri doi thu kinh doanh de 
gianh thj ph'an, vdi nha cung cap de giam chi phi va veri khach 
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hang de tang gia. TOr vi dy tren, thanh cong cua Intel (chip) va 
Microsoft (phan mem) khong han da giup cho cac hang may tinh 
phat trien, nhi i trong tru’o’ng hpp cua Apple Computer. Kinh 
doanh khong phai la chien tranh va cung khong phai la hoa binh. 
V$y thi no la gi? 

MqX h£ tu* tu'cTng mori 

Kinh doanh Id sit hap tac khi can tao ra chiec bank 
nhitng se la cg.nh tranh khi den luc chia phdn chiec bank 
do. Noi each khac, kinh doanh la chien tranh va hda binh. 
Nhimg day khong phai la tac pham cua Tolstoi vdi nhftng 
vong xoay chi£n tranh dufrng nhtf khong co diem ket thuc. 
Chung toi nhac l^i m$t Ian nfta rang day dong thefi la ca 
chien tranh lan hoa binh. Noi nhir Ray Noorda, ngtfcri sang 
lap Cong ty Phan mem noi ket myng Novell thi "ban phai 
cung mot luc vita canh tranh , vita hap tac". Thyc te, sft ket 
hqp cua ca hai yeu to nay cho thay mpt moi quan h$ nang 
dpng hon han so vdfi npi dung ma moi tuf "c?inh tranh 11 va 
"hpp tac" rieng re mang lai. 

Dau la nhftng chi dan cho stf canh tranh - hpp tac? 
Khong phai la cac bi quyet lanh dao cua Attila - Vua bp tgc 
Hun, cung khong phai cua St. Francis, cua Assissi. Van co the 
cgnh tranh ma khong can giet chet doi thu cua minh. Neu nhu* 
vipc danh nhau lam hong chiec banh thi b$n cung se chang 
con gi de chiem lay nfta. Do se la tinh huong "ciing thua" 
[lose-lose). Cung nhiT vay, co the hqp tac ma khong nhat thiet 
phai quen di nhutig lqi ich cua rieng minh. Du sao di nu*a, bgn 
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co tao ra chiec banh ma khong chi£m dugc ph'an nao trong do 
thi do khong phai la giai phap thong minh. Tinh huong nay se 
la "thua-thang" (lose- win). 

Myc dich cua ban la luon mang lai nhufng di'eu co lgi 
cho ban than. Doi khi do la si/tra gia cua ngtfcrt khac, nhimg 
cung co khi khong phai nhiTvay. Trong cuon sach nay, chung 
ta se thao luan ve kinh doanh nhir mgt cugc chart (nhimg 
khong giong nhir chcri the thao, chcri bai hay ehtfi car, khi ma 
luon phai co ngifort thang - ke thua); trong kinh doanh, 
thanh cong cua ban khong nha't thiet ddi hoi phai co nhftng 
ngirdi thua cugc. Day co the la cugc chdi vart nhieu ngtfdi 

if 

cung thang. Xuyen suot cac chtftfng sach sau day co the thay 
dirge rat nhieu vi dy minh chftng cho dieu nay. Vdi tinh than 
cynh tranh, chung ta se dtfa ra mgt so trirerng hgp, d do 
"thang-thua" la each tiep cyn co hiyu qua va nhimg Inrcrng 
hgp khac "cung thang” mod la each tiep cyn dung dan. 
Chung ta se xem xet nhufng tinh huong, trong do de danh byi 
doi thu cua minh la giai phap tot nhtTng cung se xem xet ca 
nhimg tinh huong ma ke hoach tot nhat lyi la lam lgi cho tat 
ca cac ben trong cugc chcri, ke ca doi thu cynh tranh. 

Dira cynh tranh - hgp tac vao thgc tien doi hoi phai co 
stf suy ngam ky luftng. Chi cam nhyn dirge kha nang hgp tac 
va cac chien luge "cung thang” thoi chiTa du. Se con can phai 
co mgt khuon kho de suy xet cac hyu qua ve myt tien bye cua 
hgp tac va cynh tranh ntfa. 
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Ly thuyeL tro chcfi 

Chung ta quay sang nghien cifu ly thuyet tro chcfi de 
tim each dtfa c^nh tranh va hyp tac lyi gan nhau hefn. Co the 
noi ly thuyet tro chcfi co kha nang lam bien chuyen hodn 
toan each suy nghi cua mgi ngitdi ve kinh doanh tie trtf&c 
t&i nay . Do la do cac y tifcrng nen tang cua ly thuyet tro chcfi 
rat vuHg chac va cung bori vi kinh doanh tyo ra rat nhieu ccr 
hqi de ap dyng chung vao thyc tien. 

Cang ngay ngtfcri ta cang cong nhyn rang ly thuyet tro 
chcfi la mpt cong cy toi can thiet de co the hieu duyc the gicri 
kinh doanh hipn dyi. Nam 1994, ba nha tign phong trong ly 
thuyet tro chcfi la John Nash, John Harsanyi va Reihart 
Selten da dupe nhan giai Nobel. Dong thefi, Uy ban Truyen 
thong Lien bang cua My cung da ap dyng ly thuyet tro chcfi 
de thiet ke mpt cuqc ban dau gia he thong quang pho song 
am cho cac dich vy truyen thong ca nhan vefi tri gia 7 ty USD 
(dtfcfng nhien la nhifng ngtfdi tham gia dau gia cung sir dyng 
ly thuyet tro chcfi). Thym chi cac cong ty ttf van quan ly hang 
dau cung dang b&t dau dtfa ly thuyet tro chcfi vao thyc tien 
chien lu’bc cua minh. 

Ly thuyet tro chcfi bat dau hinh thanh va dupe ap dyng 
tit nhtfng ngay ddu cua The chien thur hai, khi cac lye lirpng hai 
quan Anh chcfi tro meo vcfn chupt vefi cac tau chien ngam cua 
phat xit Dire va hp muon nlm ro hefn ve tro chcfi de co the 
thang dirpc nhieu hern. Hp da kham pha ra rang nhtfng bircfc 
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di dung hoa ra lai khong phai la nhutig gi cac hoa tieu va 
thuyen trirdng van lam dpa vao trpc giac cua minh. Bang each 
ap dyng nhutig khai nipm ve sau dirpe biet den nhir ly thuyet 
tro chcri, ngirbi Anh da co the cai thipn thanh tich bin trung 
dich cua minh len dang ke. Thing lpi doi vefi cac tau ngam cua 
djeh da cho phep hp tiep tyc ap dyng ly thuyet tro chcfi vao cac 
hopt dQng khac trong chien tranh. Nhtf vpy, co the noi ly 
thuyet tro chcri da chuHg to dupe minh trong nhufng tinh 
huong song con tren thtfc te truPc khi no dupe viet ra giay va 
trp thanh mpt ly thuyet mang ti'nh hp thong. 

Cach phat bieu ly thuyet co dien ra defi muQn hern mpt 
chut, vao nam 1944, khi nha toan hpc thien tai John von 
Neumann va nha kinh te Oscar Morgenstern xuat ban cuon 
sach cua h<? mang tpa de Ly thuyet tro chcfi va hanh vi kinh 
te. Cong trinh khoa hpc nay rat xuat sac va ngay lyp tut dupe 
tien doan se trP thanh mpt trong nhutig thanh tpu khoa hpc 
vi d$i nhat cua the ky. No dan den mpt so lirpng lPn cac cong 
trinh ky thupt dirpe viet ra trong cac linh vpc kinh te, chinh 
trj, chien lupc quan sp, lupt, cong nghp thong tin va thym chi 
ca sinh hpc. Trong m6i lmh virc ke tren, !y thuyet tro chdi lyi 
du*a ra nhifng kham pha quan trpng. Ngay nay, ly thuyet tro 
chori da cliuyen ca sang lmh vpc chien lupc kinh doanh. 

Ly thuyet tro chdi giup chung ta co the buPc ra ben 
ngoai nhutig y tirPng gian dern ve canh tranh va hpp tac de dpt 
den tam nhin cua canh tranh hpp tac - mpt fam nhin phu hpp 
hern v6i cac co hpi trong thpi dpi cua chung ta. Doi vPi nhieu 
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ngtrcri, day co the la dieu m6i la. Hinh anh ma ly thuyet tro 
chdi thufrng gqi ra tnrdc het chinh la kinh doanh nhif mpt 
cuqc chien. Do la dieu ma ngxrdi ta suy ngam ke tOrkhi lmh vi/c 
nay ra dart trong The chien thur hai va ldn manh trong suot 
thdi ky Chien tranh ianh. Tam ly la phai co ngircfi thing va ke 
bai - trong mQt tro ch ai ma tong lyi ich bang khong, tham chi 
mgt xa hpi Mng khong. Tuy nhien, do mcrt chi la mpt nira van 
de. Ly thuyet tro chcfi dtfcfng dai con duyc ap dung vao cac tro 
chert co tong lgri ich lcfn hern khong - hay con gpi la tro chert 
”cung thang". Gia tri thyc cua ly thuyet tro chcfi doi vdi kinh 
doanh se co dutfc khi toan bp ly thuyet nay duye d§t vao trong 
thyfc ticn; khi no ditgrc ap dying vao trong syr ttfcfng tac lan 
nhau giifa cymh tranh va hyp tac. 

Vay dau la nhung dac tinh can ban, cot yeu cua ly 
thuyet tro chcfi khi ap dying vao kinh doanh? Dau la nhutag 
diem uli vipt? Ly thuyet tro choi co gi khac so vdi phSn lcfn 
cac cong cy quan ly khac? 

Ly thuyet tro chort mang l^i dieu gi? 

Ly thuyet tro chcfi tgp trung vao van de gay nhieu dp 
litc nhat, do la: xay d\tng cac chien hftfc dung dan va ra cac 
quyet dinh dung dan. Co rat nhieu cuon sach gia tri de cap 
vice lam the nao tao dirqc mpt moi tnrcfng quan ly de co the 
dua ra nhtfng quyet dinh dung. Cung co rat nhieu cudn sach 
gia trj htfcfng dan each lam the nao de xay dyfng cac to chut 
mpt each hipu qua nh£m thyre hipn cac quyet djnh da dtfa ra. 
Tuy nhien, van con can phai co them nhttng chi dan de nhan 
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biet dau la chien ltfyc dung dan de bat dau. Va do chinh la 
dieu ma ly thuyet tro chtfi mang lai. No di thing vao di£m mau 
chot cua van de, chi cho ban biet nhufig gi can phai lam trtfdc 
het tren quan diem ve chien lu’qc. 

Ly thuyet tro chdi d§c bi£t hipu qua trong trirdng hyp co 
nhieu yeu to lien hp titdng tac qua lai lan nhau va khong mpt 
quyet dinh nao co the diryc dira ra mQt each hoan toan dqc lap 
veri ckc quyet djnh khac. Kinh doanh ngay nay dien ra trong 
m$t the gidi day nhtfng phufc tap khon lirdng. Co nhtfng yeu to 
ma bgn khong he nghi tcri thyc ra lai co the quyet djnh sy 
thanh bai cua ban. Tham chi ngay ca khi ban nhan biet dityc 
tat ca cac yeu to lien quan thi bat ky dieu gi lam thay doi m$t 
trong so do deu co nhieu kha nang gay anh htfofng d£n nhieu 
yeu to khac ntfa. Gitta tat ca nhutig hon tap nhtf vay, ly thuyet 
tro chtfi tach m6i cupc chcfi ra thanh cac phan chii yeu. No 
giup ban thay duyc dieu gi dang xay ra va can phai hanh dpng 
nhtf the nao khi do. 

Ly thuyet trd chcfi la mQt cong cu dgc bi$t gia trj de 
cung chia se v&i cac dong nghiep trong ciing to chtic cua 
bgn. C£c nguyen t&c ro rang, minh bach cua ly thuyet tro 
choi giup ban de dang giai thich cac nguyen nhan cho moi 
chien ltrgfc duyc de xuat. No trao cho ban va cac dbng nghipp 
cua ban m$t tieng noi chung khi thao luan ve nhfrng kha 
nang thay the. B 3 ng each dat ngtfcfi khac vao qu 3 trinh ma 
ban da sir dyng de dat den cac quyet djnh chien ltfQc, ly 
thuyet tro choi giup tao dyng va bao dam s\f nhat tri trong 
toan to chufc. 
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Cac ky thuyt ve chia se suy nghi chien liryc ngay cang 
can phai co 6 myi tang bac trong boat dyng kinh doanh. Viyc 
ra quyet djnh cang ngay cang trcr nen philc tap va phan tan 
hem. NhuOg doi thay nhanh chong cua thi trircfng va cong 
nghy doi hoi phai nhanh chong co nhtfng thong tin chien ltfyc 
phan hoi. TOr do co thg thay so ngtfcri diryc lyi khi ap dyng ly 
thuyet tro chdi ngay cang tang len theo thdi gian. 

Ly thuyet tro chdi la each tiep can can tiep tyc duyc 
m6 ryng va nang cao htfn nufa. No khong phai la myt "ddn 
thuoc" cy the phu hyp cho myt thcVi diem cy the trong qua 
trinh kinh doanh. No cung se khong vo hiyu ngay lyp tut khi 
cac dieu kiyn moi trtfcfng xung quanh thay doi. Ly thuyet tro 
chOi la each suy nghi co the ton tyi trong tat ca cac moi 
truing kinh doanh dang bien doi khong ngifrig. 

Trong nhieu tnfcmg hyp, ly thuyet tro chdi gyi ra 
nhufng phudng an lya chon ma neu khong co ly thuyet do thi 
nhtfng phtfOng an do khong bao gid dityc xem xet den mot 
each can thyn. Day la he qua cua stf tiep cyn co he thong 
trong ly thuyet tro chdi. B&ng each trinh bay myt btic tranh 
hoan chinh hem cho moi boi canh kinh doanh, ly thuyet tro 
choi giup nhin thay nhifag khia cynh cua tinh huong ma 
bang each khac co the da bi bo qua. Chinh trong nhtfng khia 
cynh de bj sao nhang nay ma myt so nhifrig cd hyi tot nhat 
co the du*yc phat hiyn ra. 
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Nyi dung chinh cua cuon sach 

Chung toi tiep can ly thuyet tro choi chu yeu thong qua 
nhutig cau chuyen co thifc, vdi nhutig nhan v|t va nhutig cong 
ty ma ban co the dt dang nhan ra. Day ia nhutig cau chuyen ve 
cac doanh nghiep cynh tranh va hyp tac, thanh cong va that 
bai, doi khi gap nhutig dieu het sure bat ngd. Myt so cau 
chuyyn ve chien tranh, myt so khac ve hoa binh. Trong ca hai 
trirdng hyp, chung deu khong phai ia nhutig cau chuyen 
phiem. Chung toi se s\X dyng ly thuyet tro chtfi de giai thich 
m6i thanh cong va that bah Moi cau chuyyn d day deu la 
nhutig bai tap tinh huong de tham khao vdi cac phan tich chi 
tiet va day du ve cac nguyen tac duyc ap dyng trong do. Chung 
toi dan ket cac cau chuyyn vdi ly thuyet va due ket thanh cac 
bai hoc direfi hinh there cac khung li^t ke de de dang kiem 
nghiem lyi. Bang each nay, cac phan tich cua chung toi khong 
chi don thuan la mo ta. No con gyi y ve cac giai phap nufa. Khi 
ban hieu duyc vi sao chien luyc nay thanh cong hay khong 
thanh cong, ban se co kha nang ap dyng nhutig kinh nghiym 
ban hyc diryc cho cac tinh huong khac. 

Ngoai ra, cac bai tap tinh huong d day con thyc hiyn ca 
cac chufc nang khac. Chiing khong chi ia nhutig cong cy nham 
trinh bay doi tuyng nghien cdu myt each sinh dyng htfn hay 
minh hya cho cac each thde, ma cac khai niem cua chung toi 
duyc the hiyn trong thyc tien. Chung chinh la nhutig kiem 
chdtig lien tyc doi vdi cac ly thuyet cua chung toi. Chung toi la 




Ly thuyet tro chcri trong kinh doanh 


nhutig ngircfi hoai nghi va chung toi cung muon ban nhtf vay. 
Chung toi khong muon ban chap nhan ngay lap tufc rang tat ca 
nhutig gi chung toi noi deu dung. Myc tieu cua chung toi la 
dura cho ban du bang chftng qua cac bai tap tinh huong de 
chap nhan ho£c chi trich lai nhutig ket lu$n chung toi. Sau khi 
ban da thay ly thuyet tro chcfi dirqc ap dyng vao rat nhfeu tinh 
huong khac nhau, ban se t\T phat hi£n ra sure manh cua no, 
cam nh|n each no dirqc ap dyng va hoc each ap dyng no cho 
chinh ban than minh. 

Mac du dang ngay cang co nhieu ngtfcfi quan tam den 
vi§c ap dicing ly thuyet tro chdi vao kinh doanh, nhutig day vln 
la mot each tiep can con rat mdi me. Hau het cac tu* ngtf, thuat 
ngur 6 day deu mefi. Tham chi dung la co mpt so’ thuat ngur mefi 
hinh thanh trong khi chung toi viet cuon sach nay. Ngay ca 
mQt so thuat ngur co ve quen thuoc cung mang nhutig v nghTa 
khac khi dung trong ly thuyet tro chcfi. Giong nhir bat ky mot 
ly thuyet nao khac, khi dtfa ra mot tien do nidi, ly thuyet tro 
chcfi cung doi hoi ban phai co mot chut kien nhan luc ban dau. 
Tuy nhien, neu nhutig giai thich cua chung toi thanh cong thi 
cac khai niom mdi se nhanh chong tref thanh mpt phan trong 
suy nghi cua ban va ban se co the ngac nhien vi tai sao ban lai 
khong biet dieu do tuf trude. 

Bo c\lc cua cuon sach 

Phan I gom ba chutfng, se phac hoa cupc chcfi kinh 
doanh. Phan nay giefi thipu nhutig khai nipm ctf ban va cho 
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thay chung dirge khdp vdi nhau nhir the nao. Chifcfng ma ban 
dang dQc nay chi la phan djnh hudng, giong nhir mpt ldi giai 
thich ngin ggn de ban biet dirge cuon sach nay se dan dat 
ban den dau. 

Chirang II mo ta tat ca nhuHg ngudi chai va phan tich 
cac yeu to canh tranh cung nhirhgp tac giira nhdng ngirdi chai 
do. De lam ro hern dieu nay, chung toi da xay dytig nguyen 
mgt SO do cho tro chai kinh doanh. Chung toi ggi no la Mang 
gid trj. Do se la mQt do thj tQa d§ giup trinh bay cupc chai mgt 
each ro net hern. Mang gia trj se djnh vi tat ca nhtfng ngirdi 
chai mpt each tu'erng quan vdi nhau va xac djnh s\T phy thugc 
Ian nhau gitfa hp. D£c bigt no rat hull ich khi chi ra cac each 
thufc ma chinh moi quan he gitfa nhftng ngirdi chai co the ket 
hpp cynh tranh va hyp tac vdi nhau. 

Chirang III gidi thigu ve ly thuyet tro chai. Chung toi se 
giai thich lam the nao ma mpt bp mon khoa hgc mang tlnh 
han lam nhir vay co the dupe ap dyng vao the gidi thyc ciia 
kinh doanh. Bang each sd dyng cac vi dy chi tiet, chung toi se 
thao luyn xem dieu gi se xay ra khi tro chcri dirge bit dau. 
Trong suot qua trinh chcri, chung toi co ging lam cho tro chcri 
trd nen de tiep c$n bSng each dira ra nhtfng nguyen tic ca ban 
dude giai thich mgt each dan gian va ro rang, d'dng thdi khong 
doi hoi nhdng kien thde cao ve toan hgc hay nhfrng iy thuyet 
khoa hgc truli tu*dng khac. 

Trong ly thuyet tro chai cung co nam yeu to ca sd nhtf 
tat ca cac tro chai khac, do la: Ngtf&i chcfi, Gid tri gia tang, 
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Quy tac y Chien thuat va Ph$m vi, chung ta quy irdc gpi chung 
Ui la PARTS 1 . Do chinh la nhung van de xuyen suot trong 
phan con lai cua cuon sach. Cung vdi M$ng gia trj, chung 
hdp l$i thanh mQt he thong khai niem trung tam de ap dung 
ly thuyet tro chtfi vao kinh doanh. 

Phan II gom nhumg chtftfng ban rieng ve nam yeu to noi 
tren. Chung toi mo ta tdng yeu to m$t each chi tiet va neu len 
tam quan trpng cua cac yeu to do doi vdi doanh nghiep cua 
ban. Archimedes - nha khoa hqc thdi Hy Lap co d$i da tumg 
noi: Neu cho ong mpt diSm t\fa, ong co the bay tung ca Tr6i 
dat. Cung co the coi day la nam don bay giup lay chuyen ca the 
gidi kinh doanh. 

Thay doi cuqc chdi 

Day chinh la noi ban co the gianh dude phan thtfdng 
cao nhat. Chung toi da noi r&ng kinh doanh khong giong cac 
tro choi khac d cho no cho phep co nhi'eu hefn m§t ngudi 
thang cuqc. Tuy nhien, kinh doanh con khac d mpt diem het 
sure co ban nda, do la: Tro choi kinh doanh khong bao gid 
ddng yen. Tat ca ede y£u to trong trd chdi kinh doanh deu 
lien tyc thay doi va khong bao gid co gi la co djnh d day ca. 


l. PARTS la nam chtt cai viet tat ten cua n&m yeu to: Players 
(Ngudi choi), Added values (Gia tri gia t&ng), Rules (Quy t£c), 
Tacties (Chien thuat), Scope (Pham vi) n6i tren theo tieng Anh. 
Ban than tir “Parts’* con co nghia la cac bQ ph£n (ND). 
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Day khong phai la mpt si/ tinh cd. Trong khi bong da, chcfi 
bai hay chcfi cd deu phai co nhifng to chufc di/ng ra di'eu 
hanh tro choi - ch&ng hyn nhiT NFL va FIFA, Hoyle va Lien 
doan cd vua - tro chcfi kinh doanh khong he co ai dieu hanh 
no ca. Tat ca mpi ngirdi deu co the ti/ do thay doi tro chtfi 
kinh doanh sao cho co lgfi nhat cho minh. Va dl nhien la hp 
luon tim each lam diBu do. 

Vi sao phai thay doi trd chtfi? Mpt cau ngyn nguf co 
Trung Hoa da giai thlch cho dieu nay: neu ban tiep tpc di theo 
hudng da di, ban se ket thuc cung chinh d do. Doi khi di'eu do 
tot, cung co khi la khong. Ban chcfi rat xuat sac, song ban van 
co the trong tinh tryng rat xau. Do la vi ban da chcfi nham tro 
chcfi cua minh. Ban phai thay doi no. Thym chi mpt tro chcfi 
da hay doi vdi byn van co the con trd nen hay hefn nda. Thanh 
cong l&n se den tit stf tich c\tc djnh hinh trd chcfi bgn dang 
chcfi, tit vi$c tgo ra cuqc chcfi bgn muon, chit khong phai chcfi 
trd chcfi md ban dm ditgc. 

Can phai thay doi tro choi nhu the nao? BSng ban n&ng 
nhyy ben cua minh, co thg ban da va dang lam dieu do rdi. Tuy 
nhien, ly thuyet tro chcfi se cung cap cho ban mQt phtfcfng phap 
co tinh he thong. De thay doi trd chcfi, ban chi can thay doi mpt 
trong nam yeu to ccf ban - thay doi PARTS. M6i yeu to cau 
thanh chung toi du*a ra tranh luyn deu la mpt cong cy dac li/c de 
chuyen doi tu* trd choti nav sang trd chcfi khac. Chinh vipc 1 dm 
thay doi trd chcfi la l</i the khien ly thuyet trd chcfi tim th£y 
nhdng ccf hgi ldn nhat cho minh. Do khong chi la thay doi each 
byn choi ma con la thay doi chinh trd chcfi cua byn. 



CHl/QNG II 

CANH TRANH VA HQP TAC 


Neu kinh doanh la mgt cuqc chtfi thi ai la ngifdri choi 
trong do va vai tro cua h9 1 & gi? Tat nhien, tru'd c het, do la 
ngifcri tieu dung va nha cung cap, bcri vi byn se khong the kinh 
doanh ma thieii hQ. Va dirong nhien, d do se con co cac doi thu 
canh tranh nfra. Da het chira? Chtfa han. 6 day con co mpt 
nhom ngirdi chcri khac khong kern phan quan trpng nhifng 
thtfcfng hay bi bo qua - hg la nhufng nha cung cap cac san 
pham, dich vy bo trp thay vi canh tranh. Day chinh la ch6 de 
chung ta bat dau chirong nay. Chung ta se thay bang each nao 
ma cac san pham bo trgf lin nhau lai co the tao ra stf kliac bigt 
hoan toan gitfa thanh cong va that byi trong kinh doanh. 

1. Suy nghi bo t r<f 

Mpt vi dy kinh dien ve cac san pham bo trd lan nhau la 
phan cu*ng va phan mem may tinh. Phan cutig chay nhanh htfn 
khuyen khich ngtfdi suf dyng nang cap len cac phan mem 
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manh hon va cac phan mem manh hon la dyng cO thuc day 
ngixdi su 1 dyng mua cac phan cftng chyy nhanh hern. Vi dy, 
chOOng trinh Windows 95 se co gia trj hon rat nhieu khi 
chung duyc stir dyng tren may tinh duyc cai dyt Pentium thay 
vi may tinh 486. Giong nhtf vay, by vi xtir ly Pentium se co gia 
tri sir dyng cao hon nhieu doi veri nhfmg ngufri sd hu\i 
Windows 95 so vdi nhtfng ngirdi khong co no. 

Mac du y tirbng ve san pham bo try co the thay ro 
trong lmh vyc phan ctmg va phan mem, song no co the ap 
dyng chung cho tat ca. Mgt sdn pham bo tref cho mQt loqi 
hang hoa hay dich vu nao do la bat cit hang hoa hay dich 
vy nao khac lam cho hang hoa chinh trd nen hap dan hcfn 
doi vdi ngvfdi mua . Banh mi k$p xuc xich va tutfng hyt cai, 
xe hoi va dich vy tin dyng cho vay mua xe, vd tuyen va <fau 
video, cac chtrong trinh vd tuyen va typ chi truyen hinh, may 
fax va dtfdng day di$n thoyi, dirdng day di§n thoyi va cac 
phan mem noi myng tren di$n ryng, cac cuon catalogue va 
djeh vy giao hang qua dem, rifyu vang do va chat tay kho,... 
chi la myt so trong rat nhieu vi dy ve cac cyp hang hoa va 
dich vy bo try. 

Hay xem xet cy the hon ve cac san pham bo try cho xe 
hoi. Myt vi dy ro nhat la nhutig con dircfng trai nhya. Ng&nh 
cong nghi^p xe hoi ngay tir luc con non tre da khong chd de 
ngtfcri khac phai lam hy hy edng viyc nay. Myc du khong the 
t\T trai nhya diryc tat ca cac con dtfofng, nhimg chinh nganh 
nay da khbi xtfcmg rat nhieu cong trinh xay dyng cac con 
doerng nhya ldn. Nam 1913, General Motors (GM), Hudson, 
Packard, Willys-Overland, cung vbi nha san xuat lop xe hoi 



Ly thuyet tro choi trong kinh doanh 


23 


Goodyear va nha san xuat den pha xe hoi Prest-CLLite da 
thanh lap Hi§p hpi Dodng cao toe Lincoln d£ lam chat xuc 
tac cho vipc phat trien tuyen dodng cao toe dau tien noi hai 
bo bien node My. Hipp hpi nay da xay dtfng nhtfng doyn 
dodng ”hyt giong" dau tien cho de an ve mpt tuyen dodng 
xuyen ly.c dia. Dan dan mpi ngirdi nhan ra tinh kha thi cung 
nhif gia trj cua nhttng con dodng trai nh^fa va hp da van 
dpng Chinh phu lam tiep cac doan dirdng con lyi. Nam 1916, 
Nha node lien bang da Ian dau tien cam ket dau tir cho vipc 
xay dyng cac con dufdng trai nhya va cho tdi nam 1922 nam 
tuyen dodng cao toe xuyen lyc dja dau tien, bao gom ca 
dirdng cao toe Lincoln da dope khanh thanh. 

Ngay nay, mac du da co rat nhi£u nhtfng con dirdng, 
nhiTng tien mua xe thi khong phai ai cung co dii. Nhufng chiec 
xe hoi, dac bipt la nhifrig loyi sang trpng thi rat d£t tien, do do 
neu nho ldiach hang kho vay tien thi hp cung kho long mua 
dope xe mdi. Vi vyy, cac ngan hang va to chufc tin dyng trd 
thanh cac nganh bo trp cho Ford va GM. Nhirng khong phai 
luc ndo ngirdi ta cung co the d§ dang tiep cyn dope vdi dich vy 
thue mua tai chinh doi vdi xe hoi. Do la ly do GM da lyp ra 
Cong ty Chap nhan GM (GM Acceptance Corporation) vao 
nam 1919 va Ford Motors thanh lap Cong ty Tin dyng Ford 
(Ford Motor Credit) vao nam 1959. Thyc te van de khong phai 
ai la nha cung cap tai chinh - ngan hang, Hipp hpi tin dyng 
hay cac Cong ty tin dyng cua chinh cac hang san xuat xe hoi, 
ma van de la d chd nhieu tien do vao thj trodng nay se dan den 
tinh tryng giam lai suat. Vipc ti£p can tin dyng de dang hon va 
lai suat thap hon cho phep nhieu ngirdi mua dope xe hoi va 
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dieu nay se lam ipi cho Ford va GM. Ngirpc lpi cung dung nhu 
v|y: Vipc ban xe giup cho Ford va GM tang dirpc cac khoan 
cho vay. Trong th$p nien vrfa qua, thpc te la Ford da kiem 
dupe lpi nhu|n tuf cac khoan cho vay mua xe con nhieu hcfn tu* 
vipc san xuat xe hcfi. 

Bao hiem xe hoi la mpt lmh vpc bo trp cho kinh doanh 
xe hoi, bdi vi neu khong co bao hiem, moi nguPi co the se 
khong muon mao hiem dau tu 1 khoang 20.000 USD hay hon 
the cho mpt chiec xe mcri. Cung nhtf khi nha san xuat xe hoi 
co the lam cho vipc vay tin dung mua xe trcr nen de chap 
nh$n hon, co le hp cung co the lam gi do de giup cho vipc bao 
hiem xe hoi trcf nen de thtfc hipn hon. Dieu nay dpc bipt co y 
nghia doi vdi nhifrig ngirdi Ian dau tien mua xe, nhttng ngufti 
thuPng phai tra mu"c phi bao hiem rat cao. 

Cac san pham bo trp luon luon co tinh ttfOng hp. Khi bao 
hiem xe hoi bo trp’ cho nhftng chiefc xe mdi thi dong thcfi 
nhong chiec xe mcri cung bo trp cho nganh bao hiem xe hoi. 
Khach hang mua cang nhieu xe hoi, hp eang phai mua nhieu 
bao hiem, dpc bipt la cac lopi bao hiem chong va cham va trpm 
cap. Do vay, cac cong ty bao hiem co the su* dung cac kinh 
nghipm cung nhif anh hufrng de giup khach hang cua minh 
mua dope xe mcri vdi gia re hon. Chung ta se con quay lai van 
de xe hoi va bao hiem xe hoi trong phan sau cua cuon sach. 

Cac nha cung cap cua nganh cong nghipp xe hoi cung 
khong quen cac san pham bo trp. Cho den khi ngufri san xuat 
lop xe hoi chtfa co each nao de dtfa dupe chiec banh xe thur 
nam vao xe hoi thi chi co mpt each duy nhat de hp co the tang 
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doanh thu ban hang, do la kich thich s \f hao hting khi lai xe. 
Do la nguyen nhan vi sao nha san xuat lop xe 6 to Michelin 
cua Phap da phat hanh va ban nhufng cuon sach chi dan 
Michelin. Nhutig cuon chi dan nay khong chi giup byn tim ra 
nhfrng con dircfng ng£n nhat, chung con bao dam la byn se 
thay ca nhifrig tuyen dircfng dai cung rat lang man nufa. Sach 
chi dan Michelin mot phan mang den sy* hai hirdc. No khuyen 
khich ngircfi ta di du Ijch nhieu hcfn va sir dyng nhttng chiec 
lop cua Michelin trong chuyen hanh trinh cua minh. Luon 
luon co dau do niQt thanh pho de xem, mpt vong cua thu vi de 
di qua. Sach chi dan Michelin khong chi giup ban dirge nhieu 
lop xe hon, ban than no cung la mot cong viyc kinh doanh co 
lgi nhuyn. No chi phoi thi tnrcfng cac sach chi dan d Phap va 
dang hirdng ra thi trufdng toan chau Au. 

Thi tnrcfng xe hoi da qua stir dyng cung co lgi khi ngircfi 
ta quan tam den cac san pham bo trq. De minh chtifng, hay 
xem tap chi La Centrale des Particuliers cua anh em John va 
Louise MacBain - tuan bao Paris chuyen quang cao xe hoi da 
qua sif dyng. Hq tim ra nhufng ngircfi se cung cap cac dich vy 
bo try ma ngirdi dpc cua ho muon co nhir bao hiein xe hoi, 
dich vy tai chmh va bao hanh ky thuyt. Nha MacBain da dam 
phan trirdc mtifc gia co lpi cho doc gia cua minh bang each 
hfta doa ten nhufng nha cung cap dich vy bo tr<? do vao danh 
sach cac cong ty cf cho noi byt, de thay nhat trong typ chi va 
cho hg sir dyng ten hiyu cua La Centrale . Nha MacBain thym 
chi con di xa hon nufa bang each ttfban mgt san pham bo trO. 
Ca doc gia va nghdi quang cao deu muon biet cac gia tri giao 
dich va thefi gian giao djeh trung binh tren thi triTcmg cho 
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rnoi nhan hiyu xe, mdi m§u xe, moi nam. Thong qua dich vy 
tren myng Minitel cua Phap, anh em MacBain da cung cap 
cac thong tin nay va thu phi. Bhng viyc chu y den cac san 
pham bo try, nha MacBain da dam bao rang khong co doi 
thu cynh tranh cho tap chi La Centrale. Ho difa cac y ttfdng 
cua minh len dudng va lam thay doi ca each thufc ban xe da 
qua sir dung a Canada, Hungari, Ba Lan, Thyy Dien, Thai 
Lan, My va nhieu nude khac. 

Cach suy nghl theo hudng bo try con giup chung ta giai 
thich tyi sao myt so doanh nghiyp lyi that byi. Alfa Romeo va 
Fiat da gyp rac roi trong viyc ban xe hoi cua minh d My, bdi 
vi khach hang thay rSng hy co van di§ vdi phy tung thay the 
va thy ky thuyt sun xe. Ca hai d'eu da phai rut khoi thj 
tnjdng My. Cac may video Betamax cua Sony, myc du ve 
phitong di#n ky thuyt co myt so khia cynh hon hSn cac dau 
VHS thong thudng, nhtfng cuoi cung cung khong thanh cong 
do thieu th; trudng cho thue bang hinh dung cong nghy 
Betamax. 6 nhieu thanh pho, cac eda hang trung tam lyi 
chju thua cac eda hang d vung ngoyi 6 do khong co cho d6 xe 
thuyn tiyn. Neu cac doanh nghiyp nay co thg tim dude 
nguon cung cap cac djeh vy bo try can thiet, hy se co the lam 
kha hon rat nhieu. 

Van de thieu cac san pha'rri bo try con nghiem tryng hcfn 
gap byi trong trudng hyp cua myt nen kinh te mdi. Day la tinh 
tryng a ph'an ldn cAc node the gidi thur ba va d rat nhieu nude 
tnrdc day da ti'mg la cac node xa hyi chu nghla. 6 do, so phyn 
cua tat ca - khong chi myt cong ty hay myt nganh cong nghifp 
ma la cua toan quoc gia - deu phy thuyc vao cac san pham bo 




Ly thuylt tro choi trong kinh doanh 


trg. M§t nganh cong nghigp c&n nhtfng nganh cong nghigp 
khac bo trg AS tbn tai \k phat trien, nhimg cac nganh cong 
nghigp b6 trg cung can nganh cong nghigp noi den d6 de t'dn 
tgi. Tinh trang con ga - qua trtag nay co the thSy or bat ky ndi 
nao b$in de mat den. MQi thu 1 phai xay ra dong thori, nSu khong 
se khong co gi xay ra het. Do la nguyen nhan tai sao mgt so 
nen kinh te dang phat trien co the cat canh nhanh chong trong 
khi so khac van dam chan tai cho. 

Suy nghi bo trg la mqt each suy nghl rat mdi me va khac 
bigt trong kinh doanh. Do la tim each lam cho chiec banh trd 
nen to hdn thay vi gianh gi|it mieng banh trong chiec banh cu 
vdi cac doi thu canh tranh. Do vgy, tren cd scf nhutag gi chung 
ta vita noi, hay co g£ng lam cho chiSc banh to ra bang each 
phat trien them cac san pham bo trgr mdi hay lam cho cac san 
pham bo trg hign co tref nen d£ mua hdn. 

Intel chic chan la mgt doi thu canh tranh rat manh. 
Andy Grove, T6ng Giam doc cua Intel, tutag noi tieng nhd 
mgt cau noi bat hu: "Chi c6 nhu’ng ke hoang tit&ng m&i co 
kha nang song sot." Nhimg khong phai Grove chi co trong 
cfau loan cac dSi thu canh tranh, Intel cung luon de mat den 
ca cac san pham bo trg ntta. 

Inside Intel, chung ta da bat dau chtfdng nay bang vige 
giai thich Microsoft dirge lgi nhir the nao khi Intel phat trien 
cac vi mach co toe d§ xir ly nhanh hem va Intel dirge lgi nhir 
the nao khi Microsoft day manh phat trien cac san pham phan 
mem. Nhimg theo quan diem cua Intel, Microsoft lam nhir vay 
vSn con chita du. Theo Andy Grove thi: "Microsoft da khong 
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chia se het nhgn thufc ve tinh cap bach cua vigc nang cap cac 
may tinh ca nhan. Mgt may tinh ca nhan thong thudng khong 
tan dyng duyc het nhutig gi co trong cac bg vi xtf ly cua chting 
toi... Dcfn gian la khong dgt dirge den mure dang ra phai nhir 
v$y va do vay khong giup ich dugc gi them cho khach h&ng cua 
chung toi." 

Neu nhir cac img dyng phan mem khong du de tgn dung 
het cac chut nang va gidi hgn cua cac b$ \i xur ly hign tgi, khi 
do Grove phai di tim mgt thuf khac co the lam dugc dieu do. 
B&ng khong, cac khach hang cua ong se khong cam thaiy can 
phai tiep tyc nang cap. Neu hg khong tiep tyc nang cap, khong 
nhuflig thj trirdng se trd nen bao hoa ma cac nha san xuat bg vi 
xur ly khac - AMD, Cyrix, va NexGen - se co ctf hgi bat kip hg. 

Day khong phai la van de nidi ddi vdi Intel; kha nang xd 
ly da luon dinh hirdng cho cac dng dung phan mem. Vi dy, 
mac du toe dg xif ly 32 bit thirc te da co tuf nam 1985, song 
chirtfng trinh xit ly 32 bit - Windows NT cua Microsoft mai 
den n 3 m 1993 mdi xuat hign. Intel da phai luon luon de m£t 
tim kiem cac ting dyng khac ddi hoi toe dg xifly eye ldn. 

Mgt trong nhuttg ting dyng dung den CPU 1 nhiSu nhat la 
video. Tham chi ngay ca bg vi xiY ly Pentium cung khong the 
cho ra duyc hinh anh tren toan man hinh, vdi toe dg 24 anh 
mgt giay. Nhimg the hg sau cua no la Pentium Pro se lam 
dirge dieu nay. Do vgy, cai ma Intel mong muon la dng dyng 


1. Dcfn vi xuiy ben trong trong may tinh (ND). 



Ly thuyet tro choi trong kinh doanh 


video dirqc pho bien rqng rai va co gia re. De lam dieu do, 
Intel da dau ttf ban loo triqu USD vao ProShare, mQt hq 
thong ph'£n mem hqi thao qua video cai vao trong cac may 
tlnh de ban. ProShare la mQt san pham bo trq ly tifdng cho 
cac bp vi xu* ly cua Intel. 

Nhimg Intel cung da phai doi diqn vdi mgt van de 
tirong tvf nhir van de ma cac nha san xuat may fax da gap 
phai hang chpc nam trifdc: dieu gi se den neu co he thong hpi 
dam qua video de ban nhimg khong co ai goi? Nhimg chiec 
may fax chi b&t dau cat canh vao nam 1986 khi gi& cua no 
xuong diTdi muc 500 USD. Lkm each nao Intel co the dtfa 
ProShare ra gop mat d thi trirerng va giam gia xuong ma 
khong phai chi them 100 triqu USD ntfa? Chi£n lupc cua 
Intel la tim kiem cac cong ty khac quan tam d£n viqc giai 
quyet van de nay. 

Cac cong ty diqn tho^i dirpc coi la nhtfng dong minh 
dirong nhien. ProShare bo trq cho viqc kinh doanh cua hq 
befi vi ProShare co the tiep nhpn va chuyen tai nhieu du* liqu 
hefn so v6i cac difcmg day diqn thoqii thong thudng. De hoat 
d$ng co hiqu qua, ProShare doi hoi phai co difdng day dac 
biqt co ten Mang djeh vp ky thupt so tich hqp, viet t&t la 
ISDN. C£c dirdng day nay co ba kenh de chuygn tai - hai cho 
du* liqu va mgt cho am thanh - moi kenh c6 dung lirpng gap 
nam Tan mang day dong xo&n thong thufrng. Cdc cong ty di£n 
thoai co kha n 3 ng cung dip cac dudng truyen ISDN, nhimg 
cho d£n khi do vin con qu& it nhu cau & 6 i vdi chung. Neu 
khach hang mua ProShare, hq cung se phai mua ca dirdng 
truyen ISDN nufa. 
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Nhif vay, Intel da khong phai tra toan b$ cho ProShare. 
Giong nhir viec cac cong ty dien thogi trq gia rat nhiSu cho 
viec mua dien thoai di d$ng mcfi d£ thu hut them cac khach 
hang stf dyng dien tho$i di dpng mdi, mot so cong ty di$n 
tho^i cung trq gia cho ProShare de khuyen khich khach h&ng 
mua dirdng truyen dan ISDN cua minh. Cac cong ty nay chao 
ProShare cho khach hang cua minh vert gia chi co 999 USD, 
re bang ncra gia niem yet la 1.999 USD. 

Trong mgt dpng thai khac de t$o da cho ProShare, Intel 
da dat dutfc m$t thoa thu$n vcfi Compaq, nha san xuat may 
tinh hang dau, theo do Compaq se du 1 a ProShare vao trong 
tat ca cac may tinh lam viec cua minh. S\f hoi nh£p nky da 
khien gia ProShare cho cac khach h£ng cua Compaq giam 
xuong chi con khoang 700 - 800 USD va day manh hcfn ntfa 
so* hien dien cua ProShare tren thj trtfcfng. 

Tat ca cac ben chert - Intel, cac cong ty dien thoai va 
Compaq - da nhan ra mdi quan he bo trq lan nhau cua ho. 
Intel muon t&ng cau cho kha nSng xuf ly; cong ty dien thoai 
muon tang cau cho vise chuyen tai khoi luqng ldn cac dijf 
lieu; Compaq muon cac may tinh cua minh dung ngoai vong 
canh tranh. Tat ca cac myc tieu nay da dirtfc thtfc hi$n mot 
each hoan hao cung veri he thong h$i dam video ca nMn. 

2. Mang gia tr\ 

Cho den bay gicr chung ta da co the tra ldi day du cho 
cau hoi dau tien d$t ra: Neu nhtf kinh doanh la mot cuqc chert 
thi ai la ngifcri chtfi va vai tro cua ho la gi? D6 Ik khach hang, 
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nha cung cap va doi thu canh tranh cua san pham chinh. Va 
m$t nhom khac nGa: nhung nha cung cap cac san pham bo 
trp. Khong co m$t thugt ngu* nao ngan gon hern de gpi nhutig 
nha cung cap cac san pham bo trp, do v$y chung toi de nghj 
gQi ho la ngiXdi bo try. Do la ngtfcfi dung d vj tri doi xufng veri 
doi thu canh tranh cua san pham chinh. Vi$c chung ta phai to* 
tao ra ten goi nay cf day la mpt minh chftng cho thay vai tro 
song con cua cac san pham bo trp da tumg bj bo qua trong 
chien ltfpc kinh doanh 1 . 

Chung toi se trinh b&y but tranh toan canh cua cupc 
chcri trong kinh doanh. Trong phan con lai cua chirong nay, 
chung ta se kham pha vai tro cua ca bon lo^i ngtfdi chcri - 
khach hang, nha cung cap, doi thu canh tranh va ngudi bo try 
- cung nhir sy phy thupc \kn nhau gitfa hy. Chung ta se thay 
mpt ngtfcri choi co the dong nhieu vai tro cung luc. Chung ta se 
kiem tra lai tinh sang suot cua sy* lya chon trong tro chcfi de 
xem ai la by n, ai la ke thu cua ban. Tur do, chung ta se xac djnh 
chinh xac chung ta muon noi gi trong khai nipm mdi ve ngircfi 
bo trp; thym chi se la co ich khi du*a ra ca d[nh nghla cua m$t 
khai nipm da rat quen thupc la ’’doi thu canh tranh”. 

Day la mpt bai tap cef sd co the giup chung ta nhin thay 
rat nhieu thtif. Chi tap trung vao mpt trong sd cac ben chtfi hay 


1. Tit ngircri bo try - complementQtor - chtfa co trong tir dien 
tieng Anh thong dyng (ND). 
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mpt trong so cac moi quan hp co xu hiring sinh ra cac ’’diem 
mu". Vipc xem xet bftc tranh rpng Icfn hem se bpc 1 q ra rat 
nhi'eu chien hrpe mdi co the ap dyng vko cac ccf hpi cy the. 

Be bkt <Ru, chung toi giari thipu mpt mo hinh dudi 
dyng gian do de giup byn co the nhin thay toan bp cupc chcfi. 
Ban do nay dirtfc gpi la Mang gia tri, the hipn tat ca nhfmg 
ngirdi chcfi vdi ckc moi quan hp phy thu$c lan nhau gifra hp. 
Khi chung toi tiep tyc trinh bay thi byn da co the bkt dau 
nghi xem byn co the ve myng gia trj cho doanh nghipp cua 
minh nhtf the nao. Byn se dirpe tham khao Mgng gia. trj 
chung toi da ty phac hpa cho chfnh cong vipc cua chung toi cf 
cuoi chircfng nay. 


Khach hang 

Toy "R"US, Wal-Mart 


Ddi thu cynh tranh 

Atari. Commondore 
(phan eftng) 


NINTENDO 


-► NhOrng ngufa b6 try 

Acclaim, Electronic Arts 


Cdc nhk cung ctfp 


Ricoh, Sharp (vi xuiy) 
Marvel, Disney (nhSn v$t) 
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Hai phia tryc dting cua Myng gia trj la khach hang va 
nha cung cap cua cong ty. Cac nguon lye nhu“ vyt ttf va lao 
dpng diryc chuyen tuf nha cung cap den cho cong ty va hang 
hoa - d;ch vy duyc cong ty giao cho khach hang cua minh. 
Tien diryc chuySn theo chieu ngiryc lyi, t£r khach hang den 
cong ty va tifcong ty den nha cung cap. 

O hai phia tryc ngang cua gian do 1£ doi thu canh tranh 
va ngif&i bS fry. Chung ta da thay rat nhieu vl dy ve nhung 
ngircfi bo try. Sau day la djnh nghia cua khai niym nay: 

Ngirdi chcfi se 1 & ngifcfi bo try cua byn neu khach hang 
danh gia san pham cua byn cao hefn khi h q co ca san pham 
cua ngifcfi do so vdi khi ho chi co san pham cua byn. 

Nhtf vyy, Oscar Mayer va Coleman’s la nhirng ngtfdi bo 
try cua nhau. Khach h&ng se thich mon banh kyp xuc xich (hot 
dog ) htfn khi hp co ca mu tat va ngiryc lyi. Cach thufc de xac 
djnh ngtfcfi bo try la hay dufng vao vj tri cua khach hang va hoi 
chinh ban than minh: Khach hang cua toi se mua them cai gi 
khac ntfa co the lam san pham cua toi trd nen gia trj htfn doi 
vdi hp? 

Dot thu cynh tranh se la tnretag hyp ngiryc lyi 

Ngifcfi chcfi se la doi thu cynh tranh cua byn neu khach 
hang danh gia san pham cua byn thap htfn khi hp co ca san 
pham cua ngifdi do so vdi khi hp chi co san pham cua byn. 

Coca Cola va Pepsi Cola la mQt vi dy kinh dien ve cynh 
tranh. Cung nhir vyy, cac hang h£ng khong American Airlines 
va Delta Airlines cung 1 & nhufng doi thu cynh tranh. Neu byn 
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da co Coca Cola (Coke) thi ban se danh gia Pepsi thap htfn 
rat nhi§u khi ban can giai quyet con khat; Coke khong lam 
tang them sure song cho Pepsi, Giong nhtfvay, neu ban da co 
ve may bay ciia hang Delta thi doi vefi ban hang American se 
co it y nghla htf n rat nhieu. 

Cach tiep can truyen thong xac djnh doi thu canh 
tranh chinh la cac c6ng ty khac trong nganh cong nghiep 
cua ban - nhufng cong ty lam ra cac san pham ttfcfng tv nhu* 
san pham cua ban ve ca phtftfng dipn san xuat lan ky thuat. 
Khi ngirdri ta cang ngay cang nghi nhieu hon theo hirbng tim 
each giai quyet cac van de cua khach hang, trien vpng cua 
nganh cong nghipp cung se ngay cang trd nen it lien quan 
hon a day. Khach hang chi quan tam den ket qua cuoi cung, 
chef khong quan tam den vipc cong ty cung cap cho hq cac 
san pham ma hp muon la thupc nganh cong nghipp nay hay 
nganh cong nghipp khac. 

Mpt cich dung d&n de xac djnh doi thii canh tranh cua 
ban la, mpt lan nu*a, hay d$t minh vao dja v[ khach hang cua 
minh de tim hieu. Djnh nghia cua chung toi co the din ban 
den cho dpt cau hoi: Khach hang co the mua nhufng gi ma se 
lam giam gia trj san pham ciia toi doi vcri hp? Khach hang 
con co nhijfng each nao khac de thoa man cac nhu cau cua 
minh? Cac cau hoi do se dan den mpt danh sach doi thu 
canh tranh rat dai va da dang. Ching han, Intel va 
American Airlines suy cho cung cung co the trd thanh doi 
thu canh tranh cua nhau khi djeh vy hpi dam qua video 
dirpc phat trien manh va dan thay the cho cac chuyen bay 
cong tac. 
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Khi Microsoft va Citibank ca hai d'eu co g&ng giai 
quyet van de ve cac giao djch trong ttfcrng lai - la tien di$n 
tOf, the thong minh, chuyen khoan tryc tuyen hay mQt thuf gi 
khac ttftfng ty - hy co the trd thanh doi thu cynh tranh. Dieu 
nay se xay ra ngay ca khi h<? dfin tOf cac nganh cong nghiyp 
kh&c nhau theo each xac djnh truyen thong la ng 4 nh ph<in 
mem va ngan hang. 

Cac cong ty di£n thoai va truyen hinh cap cling 14m 
vi§c de giai quyet m$t van de la kh 4 ch h 4 ng se lien l$c vdi 
nhau va tiep can cac thong tin nhir the nao trong ttfang lai. 
Mpt lan nu*a, cac nganh cong nghi?p la khac nhau - vien 
thong va truyen hinh cap - nhtmg thj trufrng thi ngay cang 
co xu htfdng trof thanh mQt thi trtfdng chung. Ngay nay, cac 
ngan hang cr chau Au cung ban cac djch vy bao hi£m, con 
cac cong ty bao hiem d chau Au thi b 4 n xe hai duyc khau 
trOf thue. Do khong con \k nganh ngan h&ng hay bao hi£m 
ridng le ntfa - do da trd thanh mQt thi trtfdng chung cho cac 
djch vy tai chinh. 

Cho den nay chung ta mefi chi d$t minh vao vj tri cua 
khach hang de xac dinh xem ai la ngirdi bo try cho byn va ai 
cynh tranh vefi byn trong vi§c thu hut khach hang. Nhutig 
do mefi chi la m$t ntfa cua cuqc chai. 

Tur phia nha cung cap 

Nira phia tren cua Mgng gia trj n6i vS khach hang, con 
mta durcri noi ve nha cung cap. Va, cung giong nhif doi vefi 
khach hang, cuqc chai v6i nha cung cap cung co hai m$t. 
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Nhtfng ngudi choi khac co the bo try ban ho$c canh tranh vdi 
byn trong viyc thu hut cac nguon lyc cua nha cung c£p. Day la 
cac djnh nghla: 

Ngirdi choi la ngirdi bo try cua ban neu nha cung cap 
thay hap dan han khi hy cung cap cac nguon lyc cho ban va 
dong thdi cung muon cung cap cho ca ngudi do hon la chi 
muon cung cap cho minh ban. 

Ngudi chcfi la doi thu cynh tranh cua byn neu nha cung 
cap thay it hap d&n hern khi hy cung cap cac nguon lyc cho ban 
dong thdi cung cung cap cho ngudi do hefn la chi muon cung 
cap cho minh ban. 

Canh tranh ve nha cung cap thym chi co the xuyen qua 
ranh gicfi gitra cac nganh cong nghiep. Nhutig ngudi cap von 
cung chinh la myt loai nha cung cap, va viyc canh tranh de thu 
hut cac ngudn von cua hy thudng dien ra tren pham vi thi 
trudng toan cau. Ngirdi lao dyng cung la m$t nha cung cap. 
Ngudi ta thudng khong thich nhin nhyn van de theo hifdng 
nky nhimg thyc te, tat ca hy deu chay theo dong tien: Cong ty 
tra ti£n cong cho ngudi lao dyng de hy cung cap nhihig nguon 
lyc co gia tri cho cong ty, cy the la kinh nghi$m, stjfc lao dyng 
va thdi gian, Canh tranh ve lao dyng dien ra dan cheo gitfa cac 
ng£nh cong nghiyp. Vi dy, cac cong ty tur cac nganh cong 
nghiyp rat khac nhau deu co gang canh tranh de thu hut cac 
thac si quan tri kinh doanh (MBA) mdi tot nghiep vao lam viyc 
cho minh. 

Rat nhieu cong ty vda la doi thu canh tranh, vda la ngudi 
bo try trong m 5 i ttfcrng quan vdi nha cung cap cua minh. Vi 
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du> Compaq va Dell cynh tranh de' mua mpt so lufdng hyn che 
cac b$ vi xuf ly mdi nhat cua Intel. Nhtfng ca hai con dong thdi 
la nhtfng ngirdi bo trp cho nhau trong moi ttfdng quan vcfi 
Intel. Intel da chi hang ty do la de phat trien cac bp vi xuiy the 
he sau, bao gom tit chi phi phat trien san pham den xay dtfng 
cac phan xtfcmg san xuat mcri. Intel co the chia deu cac chi phi 
do cho cac hang Compaq, Dell va cac nha san xuat phan cutag 
khac dieu nay co nghia la ti'mg hang se chi phai tra it hdn de 
co dirpc bo xd ly Intel trong may tinh cua minh. 

Cac hang American Airlines va Delta cynh tranh ve bai 
d6 va cong ra vao may bay. M§c du hp la nhttng ddi thu cynh 
tranh ve cac thiet bi san bay, song lyi la nhfrng ngufti bo try 
lan nhau trong moi tiTOng quan vdi hang Boeing - nha cung 
cap chinh. Khi American Airlines va Delta cung quyet djnh dyt 
mua may bay the hy sau, se re hdn rat nhieu doi vcfi Boeing 
khi thiet ke may bay mdi cho dong thcfi ca hai hang hdn la khi 
thiet ke cho tirng hang rieng le. Phan lcfn cac chi phi phat trien 
deu co the chia se va nhu cau ve san pham lcfn hcfn cung se 
giup Boeing hoa von nhanh hdn. 

Nguyen t&c nhif v$y cung dutfc ap dyng doi v6i nhtfng 
chiec may bay chien dau, myc du Qu 5 c hoi My co le da phat 
hiyn ra dieu nay hdi muon. May bay chien dau F-22 va cac 
chifdng trinh quoc phong khac bo try lan nhau trong vipc cung 
chia se cac chi phi phat trien chung nhir khoa hqc diyn tir hang 
khong va hoa tieu. Chi can giet chet mpt trong so nhtfng 
chudng trinh bo trp phia cung n&y byn co the se vo tinh diet 
luon ca may bay F-22. William Anders, nguyen Chu t;ch kiem 
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Tong Giam doc ciia Cong ty General Dynamics da giai thich 
v&n de nhdsau: 

May bay F-22 ddqc thus nh|n la mpt trong cac chdcfng 
trinh phat trien vu khi the h£ sau thanh cong nhat va dddc quan 
ly tot nhat hi£n van con dang dude v&n hanh. Tuy nhien, do nhu 
cau doi vdi cac chtrdng trinh quoc phong khac cung dddc tien 
hanh bdi nhom F-22 nen vi£c tiep tqc giam xuong mQt phan chi 
phi co djnh va chi phi quan ly ma trudc day do cac chtrong trinh 
nay ganh giup nay da ttf dong chuyen l^i sang chddng trinh san 
xuat F-22. Dieu nguy hiem d day la chdcfng trinh rat thanh cong 
nay co the cuoi cung se khong thqc hien du*qc do ganh n§ng chi 
phi co djnh va quan ly tang len. 

Bing vi$c c£t bo cac chdcfng trinh quoc phong ma Quoc 
hqi cho r&ng hq khong can den, hq da vo tinh gay phdcfng h $i 
cho chinh chddng trinh ma hq muon duy tri. Vdi cac san 
pham bo trq, doi khi no 1& tat ca ho&c la khong gi het, chuf 
khong co diem nao d gida. 

Khi chung ta cang tien sau vao nen kinh t£ tri thdc, bo 
trd phia cung se ngay cang trd thanh cac quy pham tieu 
chuan. De nghien cufu san xuat bat ky san pham nao - td bq 
vi xd ly may tinh den may bay d'6u ddi hoi von <Ru td ban 
dau (chi phi cS djnh) rat ldn - nhdng chi phi biSn thien vi§ 
sau se la tdcfng d6i nho. 6 day co mqt don bay rat mgnh. 
Cang nhieu ngddi muon co nhdng san pham dtfa tren tri 
thdc thi viqc cung cap chung cang de dang hcfn. 

Trong trddng hdp phan mem may tinh va tan dddc, 
gan nhir toan bQ chi phi la cac chi phi dau td ban dau de 



Ly thuy4t tro chai trong kinh doanh 


39 


phat trien san ph&m, chi phi khac sail do la khong dang ke. 
Doi vdi Microsoft, tat ca cac chi phi thi/c te la chi phi cho 
btfdc viet chiTOng trinh mdi, con chi phi sao chep cac dia 
chtfOng trinh chi la rat nho. Do v$y, thi trirdng cang ldn thi 
cac chi phi phat trien san pham c&ng dupe phan tan va chia 
nho. M$t chudng trinh cho ca mpt thj trirdng rpng ldn thi re 
va tot hon nhieu so vdi mpt chudng trinh ma mpt ca nhan 
d§t hang cho chinh minh. Day La ban chat cua thj trirdng 
san pham tri thtic. 

Nh$n biel tmh doi xu*ng 

Mgng gia trj cho thay hai tryc doi xulig trong cuqc 
choi kinh doanh. Tren true dirng, khach hang va nha cung 
cap dong cac vai tro doi xdng. Hp la nhufng doi tac nhiT nhau 
trong vipc t$o ra gia trj. Nhimg khong phai luc nao ngirdi ta 
cung nhan ra tinh doi xdng do. Trong khi quan diem can 
phai l&ng nghe khach h&ng da trd nen thong dyng thi den 
nay no v&n chira dirpc ap dyng vdi nh£ cung cJp. Chung ta 
da tiimg nghe thay ngirdi ta noi vdi nha cung cffp cua minh: 
"Anh co san pham. Anh khong can bi?t san pham do de lam 
gi. Anh chi can giao hang cho chung toi dung hpn va vdi gia 
thap nhat." Hay thuf ttfdng ttfpng neu ta dam noi vdi khach 
hang nhir vyy! Chi mdi gan day ngirdi ta mdi b£t dau thda 
nhyn r&ng lam vipc vdi nha cung cap cung quan trpng ngang 
vdi lang nghe khach hang. 

Quan hp vdi nha cung clip cung quan trpng nhir quan 
hp vdi khach hang. Trong m$t cupc dam ph&n ve lao dpng, 
chung toi da dupe nghe trudng bp ph£n nhln s\f k6u len 
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rdng: "Toi buQC phai lam cho nhan vi6n cua toi hieu rSng 
khach hang phai dirqc iru tien s 6 mot." Vi£c nghien cfru 
mang gia trj se giup anh ta thay doi suy nghi cua minh va se 
difa ra nhurng thao luan trao doi hull ich hcfn rat nhieu. Bdi 
vi rot cue thi mgi ngtfdi deu thtifa nhan mot myc tieu chung 
- do la lam cho cai banh to hdn. De l&m diTtfc dibu nay, ban 
khong the dat ai len hang dau. Neu nhtf mot khach hang 
nao do muon mot djeh vy dje bi|t, vi dy giao hang nhanh, 
nhimg lyi khong muon tra tibn cho ngirdi lam viyc do de bii 
lyi vi$c anh ta da bj mat ngay nghi cuoi tuan ciing gia dinh 
minh, khi do viyc dap utig cong vi$c nay la khong tyo ra gia 
tri - thyc te no con lam mat di gia trj. Khach hang khong 
phai luon luon dung va cac nhan vien lam thue cung co 
quyen cua hg. 


Tfnh doi xi>ng cua M?ng gia tri 

Khach hang va nha cung dip d6ng cac vai trb d6i 
xi>ng. Doi thu cynh tranh va ngirai b6 try* d6ng cac vai 
tro gi6ng nhu khi phan chi4u qua girang. 


Tren tryc ngang cua gian db co m$t stf doi xfrng kh&c. 
Quay lyi dinh nghia ve ngifefi bo tr<? doi thu cynh tranh, 
ban se thay sy* khac nhau duy nhat gifta ho 1& khi n6i 
"nhieu hcfn" trong dinh nghia ngircfi bo try thi se n6i "it 
han" trong dinh nghia doi thu canh tranh. Q bye khai 
nigm, ngtfdi bo try 1& mot hinh anh phan chibu trong 
gurefng cua doi thu canh tranh. Tuy nhien, khong phai 
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ngirdi nao cung deu nhan ra s^r doi xdng do. Cung giong 
nhir can phai thay doi quan diem ve nha cung cap de bat 
kip vdi quan diem ve khach hang, b$n se con rat nhieu vipc 
phai lam de nhan biet va tim each thu lqi td cac moi quan 
h£ vcri ngu'di bo trQ nda. 

Ban rat dl chi tap trung vao mQt phan trong cong vi§c 
kinh doanh cua minh ma bo qua cac phan khac. Mang gid tri 
duqc thiet ke de tranh khuynh hirdng do. No mo ta ca bon loai 
ngirdi chcfi ma ban giao tiep va nhan manh vao tinh doi xdng 
gida hQ - tinh doi xdng gida khach hang va nha cung cap, gida 
doi thu cgnh tranh va ngu'di bo trQ. 

3* Lifdfttren mang 

De hieu dupe cuqc choi ban dang tham gia trong do, 
hay bat dau bang vipc di mpt vong quanh Mgng gid tri . Cach 
tiep c£n nay dude ap dung cho bat ky to chdc nao - du do la 
doanh nghipp ttf nhan, nha ntfdc, hay to chdc phi 1 qi nhu4n. 
De lam vi dp, chung toi se dtfa ban di mQt vong qua mpt 
Mang gid tri ma chung toi biet ro nhat, do la Mgng gid tri 
cua chinh chung toi. 

Ve Mang gid trf cho mQt tnrdng dpi hQC giup chung toi 
hieu ro htfn mgt so van de dang thach thde cac vipn nghien 
cdu cua chung toi. Khi lam cong vipc td van, chung toi cung 
phat hipn ra rang each tot nhat de bkt dau cong vipc cua minh 
la giup khach hang ve ra Mgng gid trf cua hQ. Bai tap nay la 
m$t dau vao quan trQng trong qua trinh tao lap cac chien ItfQc 
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mdi, nhu 1 chung ta se thay trong phan sau cua cuon sach khi 
chung toi trinh bay mo hinh PARTS cua minh. 


Khach hang 

Sinh vifin, ph\i huynh, 
chinh pbd lifcn bang vA 
bang, cAc cfing ty, cAc 
nha tai trgr. 



CAc tnrCfng d<ii hoc khAe, cac 
khoa do, cong ty tit nhan, 
b£nh vi$n, vi£n bao tAng 


Cong ty 



Ngifoi bo try 

Cac tnifrng khAc, h£ thdng 
giao dye pho thong, may 
tinh, nhA if, hAng khftng, 
khAch sjn, cAc ho$t d$ng vAn 
h6a, nhtfng rtgufri ihue lao 
d(mg trong nude, cAc cua 
hAng photocopy 


CAc khoa, cAc nhan vien, 
cac nhA quAn ly, nhA xuat 
ban (sAch, t^p chi, dich vy 
tryctuycn) 


Khach hang cua trtfo^ng d$i hyc 

Ai la khach hang cua trtfcfng dyi hgc? Truftc het do la cac 
sinh vien. Nhutig co dieu la la cac tnrdng dyi hgc khong phai 
luc nao cung doi xOr vcri sinh vien nhtf nhftng khach hang cua 
minh, M$t so ngtfdi noi r£ng do la each ma no can phai the; 
rot eye thi cac giang vien dang nam gift nhutig kien thftc ma 
sinh vien khong co. Trong chftng mire dieu nay con dung, no 
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bien sinh vien trcf thanh "khach hang". Bdi vi chCfng nao hg 
con sir dung nhutig dich vy chuyen mon do cac giang vien 
cung cap, cung giong nhir dich vy cua bac sy hay luyt sir, hy 
phai tuan theo cac chi dan cua cac giang vien do. Ngtfqc lab 
cac giang vien cung phai chu y l&ng nghe sinh vien bay to ve 
mfrc dp hai long cua minh vdi cac dich vy do h q cung cap. 

Cac trirdng dai hoc con co cac khach hang khac nufa. Phy 
huynh la khach hang khi ho tra hoc phi cho con cai minh. Cac 
cong ty la khach hang cua cac trtfcfng kinh doanh khi hg tra 
tien hyc phi cho cac nhan vien cua minh den hgc or cac tnTcfng 
do, hay khi hg tra cho trtfcfng de thue to chifc cac chtftfng trinh 
dye bi§t cho minh. Chinh phu la khach hang khi chinh phu tra 
hgc bong. Chinh phu con la khach hang tu* mot khia cynh khac 
khi chinh phu dat cac truing dyi hgc thyfc hign cac chtfcrng 
trinh nghien cun cho minh. 

Mgt nhom khach hang rat quan tryng khac la nhom cac 
nha tai trtf. Cac nha tai trq ma la khach hang tf? Dung nhir 
vyy. Hg tim kiem si/ ttf thoa man, uy tin hay cac ccf hgi ggt 
giua the hg ttftfng lai theo y minh de doi lSy si/ dong gop ve 
tien bye. Nhin nhyn nhtfng nha tai trtf nhir khach hang khien 
cac trtfcfng can phai dimg lyi de suy nghl. Thtfdng thi mgt 
chien dich buy dong tien dong gop quy cua mgt trtfcfng blit 
d'au bSng mpt danh sach cac myc tieu hang dau va ngtfcfi ta co 
gSng thuyet phyc cac nha tai tr</ cap von de thtfc hign chung. 
Do khong phai la l&ng nghe khach hang. Cung nhir tat ca cac 
khach hang khac, cac nha tai try co the ttf do trong vige ltfa 
chgn nori kinh doanh. Co le cac trirdng se can phai quan tarn 
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nhieu hcfn tdi gi ma nha tai trp muon. Hoi cac nha tai try xem 
hp muon chi tien vao vigc gi c6 the se giup xay dtfng dude moi 
quan hg td't hern va co nhieu kha niing xin dtfpc nhieu tien hon 
ca cho horn nay ISn ngay mai. 

Nha cung cap cua trtfdng dyi hgc 

Nha cung cap cua mgt trtfdng d^ii hgc trtfdc het la cac 
nhan vien lam vigc d do, cac giang vien, cac can b$ va nhifrig 
ngirdi quan ly hanh chinh. Do cong vigc cua trtfdng d$i hQC la 
pho bien cac thong tin, hp cung nSm trong thj trtfdng cua cac y 
tudng. Vi vay, cac nha xuat ban sach giao khoa va tap chi cung 
nhir cac nha cung cap cac djch vy thong tin dign td (nhtf 
Lexis/Nexis va WestLaw) deu dirpc coi la nha cung cap cho 
cac trtfdng d$i hgc. 

Doi thu canh tranh cua trtfdng dau hgc 

Cac trtfdng dai hgc khong thieu cac doi thu canh tranh: 
cac van phong tiep nh$n hgc sinh c^nh tranh vdi nhau de 
thu hut sinh vien; cac khoa trong trtfdng cgnh tranh de nhgn 
dupe tien cua chinh phu v& td cac quy vign try. C 3 c trtfdng 
thym chi con phai doi mat cgnh tranh vdi chinh dgi ngu 
giang day cua minh. Vi dy, cac giao sir cua khoa kinh doanh 
thtfdng giang them cac chutfng trinh dao t^o quan ly cao cap 
ben ngoai trtfdng. Dieu nay bien hg thanh cac ddi thu cgnh 
tranh cua cac trtfdng kinh doanh tren thj trtfdng cung cap 
cac khoa dao t$o ttftfng ttf. Trong khi ay, chu tich cac trtfdng 
va cac can bp phat trien cua minh phai c$nh tranh vi§ cac 
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khoan tai trgf co the. Hq canh tranh khong nhifrig v6i cac 
trirdng khac ma con vcfi cac to chifc tir thign, bao tang va cac 
to churc phi lgi nhuan khac. 

Vc phia cung, cac truting dai hgc canh tranh vdi nhau ve 
nhan vien - dac bigt la dpi ngu giao vien va ngtfdi dieu hanh. 
Doi khi hg cung phai canh tranh vdi cac cong ty tir nhan ve cac 
nhan tai. Vi du, cac giao sir tai chinh Fischer Black ciia Hgc 
vign Cong nghg Matsachusset (MIT) va Myron Schole cua 
trufrng Stanford, nhftng ngtfdi da phat minh ra mo hinh dinh 
gia quyen chpn mang ten Iiq, da tir bo sir nghigp giang day cua 
minh de chuyen sang lam vigc d Pho Wall. 

Cong nghg cung co khuynh hiTcfng lam tang canh tranh 
gitta cac trirdng dai hgc. Khi djch vg hgi dam qua video trd 
nen tot htfn va re hon, cac ldp hgc to chiTc tren mang se ngay 
cang tang len. Mgt triTdng co khoa dao tao tot nhat ve sinh 
hgc, se co the cung cap khoa do cho sinh vien d khap mgi noi. 
Dieu nay lam cho cac tnTdng it lg thugc h< 7 n vao cac ca nhan 
giang day, truf nhufng ngtfdi day noi tieng nhat. 

Ngifofi bo trgf cua tnrofng d$i h^c 

Cac tnrdng, mac du canh tranh vcri nhau ve sinh vien va 
dgi ngu giao vien, dong then cung la nhuttg ngtfdi bo trq cho 
nhau tnrdc tien trong vigc tao ra thi tnrdng cho dao tao bac cao. 
Cac hgc sinh pho thong se s£n sang dau tir nhieu hon cho vigc 
chuan bi vao dai hgc khi hQ biet rang co nhieu trtfdng de cho hg 
lira chgn. Nhieu sinh vien dai hgc se theo duoi hgc vi tien si hon 
khi hg biet co nhieu trirdng co the se nhan hg vao lam vigc. 
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Danh sach nhutig ngircfi bo trp’ cho tnrdng dyi hpc rat 
dai. Virdn tre, trtfdng pho thong ccf sd, trung hpc ctf sd va 
trung hpc deu bo trd cho cac tnrdng dyi hpc. Vipc giao dye pho 
thong cua hpc sinh cang ky lirdng thi hg cang co lgi hon tur dao 
tyo dyi hgc. Cung giong nhir vyy, cac nganh hpc dyi hpc cua 
mpt trtfdng va cac nganh hpc cao hpc cua tnrdng khac bo trp 
cho nhau. Sinh vien cang co chiTOng trinh hpc dyi hpc tot thi 
hp cang tiep thu dupe nhieu htfn d bye cao hpc. 

Cac san phdm bo frp* khac cho dao tgo dgi hpc id may 
tinh va nha d\ Dieu nay giai thich vi sao phan ldn cac tnrdng 
giup dd sinh vien cua minh trong viyc mua may tinh va tim 
cho d ngoai ky tuc xa. Do cac tnrdng thu hut sinh vien ve hpc 
td khap nefi, hp can giup dd sinh vien trong vipc mua ve may 
bay di lai - mpt loai san pham bo trp khac. Khi lam ttf van cho 
Cong ty Salie Mae chuyen cho sinh vien vay, chung toi da co 
the ap dpng each nhin nhyn nay vao thde te. Salie Mae hiyn 
dang giup sinh vien cua minh mua dirge cac san pham bo trp 
vdi gia re hefn. Cong ty da dam phan giam gia dye biyt cho sinh 
vien tren cac chuyen bay cua hang hang khong Northwest, cho 
c&c cupc gpi dipn thoyi qua hang MCI va cho vipc mua sach 
giao khoa cua mpt so nha xuat ban. 

Dich vu khach sgn dja phiterng la mgt san phdm bo tr<? 
quart trgng cho cac trticfng kinh doanh cung cap cac chu'cfng 
trinh dao tgo cho cac nha qudn ly kinh doanh . Ntfi d da tdng 
la van de doi vdi tnrdng quan ly Keliog do co qua it phdng 
khach syn chat lirpng cao d vung Evanston, bang Illinois. Do 
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v|y, Kellog da xay dtfng h^n mgt khu nha a danh rieng phyc 
vy cho cac khoa hoc quan ly cao cap. 

Cac hogt dQng van hoa va. nha. hang lam cho trit&ng 
dai hgc co site hut hefn doi v&i sinh vien. Ve diem nay, cac 
trirdng d New York va Boston co nhieu ifu the hem so vdi cac 
truftng d Palo Alto va Princeton. Con rat nhieu nhutig ngircri 
bo tr<? khac nfra cho triTcfng dai hgc - nhir cite hang photocopy 
md cira 24/24 gief trong ngay, quan ca phe, cite hang tren pho 
ban banh pizza va kem, v.v... Cac hoat dong kinh doanh nay 
thtfdng dude bo tri gan khu ky tuc xa sinh vien. 

Nhitng ngtfdi sit dung lao dgng dia phitcrng cung bo tr </ 
cho cac tnt&ng dgi hgc. Do vige hai vqf chong cung di lam ngay 
cang trd nen pho bien nen truting Harvard co the manh hem so 
vdi tnrdng Yale vi cac co h$i vi§c lam do cac doanh nghigp d 
vung Boston cung cap la nhieu hon so vdi d vung gan tnlCfng 
Yale. De khic phyc dirqc nhirqc diem nay, truftng Yale dang phai 
rat co gang de giup dd vgr (chong) cua hoc vien tim vige, hay 
tham chi thu nhan ho vao lam vige trong trtferng. 

Ch 4 c chan la con rat nhieu dieu nda co the noi ve Mang gia 
tri cua mpt trtfdng dai hoc. Nhtfng dieu quan trong hon la vige ve 
ra Mang gia tri cho doanh nghigp cua ban se la giup ban co m$t 
bai tap bet sure bo ich. Ban co the da biet rat ro tit trong n$i bo 
doanh nghigp ciia minh. Vi$cxay di/ng Mang gia. tri ddi hoi bgn 
phai hieu dittfc van de tr&n quan diem cua khach hang va. nha 
cung cap; dieu nay co nghia la. bgn bugc phai biet ve doanh 
nghigp ciia minh ca tit ben ngoai m?a. 
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Trien v^ng da chieu 

Cho den giof chung ta mdi chi ludt tren Mang gia trj tur 
mot diem xuat phat. Ban d§t minh vao giu*a va nhin ra xung 
quanh de thay khach hang, nha cung cap, doi thu canh tranh 
va ngudi bo try. Tat nhien day chifa phai la toan bp cupc chcri. 
Van con co khach hang cua khach hang cua ban, nha cung cap 
cua nha cung cap, doi thu canh tranh cua doi thu canh tranh, 
ngirdi bo try cua ngudi bo trd va danh sach cu 1 nhu* vgy ma dai 
ra mai. Vi du, ngudi tuyen dyng den trirdng dai hgc tuyen sinh 
vien mdi tot nghiep la khach hang cua khach hang cua trudng 
dai hgc. 

Ban co the se co ve mgt Mang gia tri md rpng de the 
hi$n dirge moi quail hg dirqc md rgng nay, nhiTng no se nhanh 
chong trd nen mgt mcr bong bong. Mgt each tot hern la ve 
nliieu mang. Hay ve Mang gia trj rieng cho tufng ngirdi chcri: 
cho khach hang, nha cung cap, doi thii canh tranh va ngudi bo 
trp cua minh, va co the se cho doi tiTOng nam xa ban hern nda. 
Vi dy, ve Mang gia trj cua khach hang cua ban co the giup ban 
tim dupe each tang cau cho cac san pham ma khach hang cua 
ban ban. Giup dd khach hang cua ban b&ng each do cung la 
giup chinh ban. 

4* Dong nhieu vai 

Cq thegi&i la mgt san khau l&n 

Tat cd nhifng ngittii dan ong va dan ba deu la ngu’&i chefi; 
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Hq lien tjic uao va. ra san khau; 

Va niQt ngit&i dong th&i cung dong nhieu vai ... 

- Shakespeare, , 4 s you like it 

Mpi ngudi deu dong nhieu vai trong tro choi kinh 
doanh. Di'eu nay lam cho cuqc chtfi trd nen phurc typ hern rat 
nhieu. Doi khi byn thay mQt ngudi nao do dang dong mQt vai 
va quen khong hoi xem ngudi do con dong nhutig vai nao nda 
hay khong. Luc khac, ban lyi khong the xac dinh dtfQc mQt 
ngirdi gift mpt vai tro cy the nao cho den khi phat hi$n ra rang 
do la bdi vi ngudi do dong hai vai hay nhieu hon ciing luc. 
Mgng gia tri giup byn nhin van de ro hern trong ca md bong 
bong nay. 

Chung ta da tting thay nhtfng vi dy ve vi^c mQt so ngudi 
chcri co the dong nhieu htfn mQt vai trong Myng gia tri. Tren 
quan diem cua hang hang khong American Airlines, hang hang 
khong Delta vita la doi thu canh tranh, vita la ngudi bo trQ. 
American va Delta cynh trynh ve hanh khach, diem do va cac 
cua ra vao d san bay, nhimg chung bo trQ cho nhau khi cung d$t 
Boeing che tyo nhtfng chiec may bay mdi. Doi vdi American, se 
la sai Tam neu chi nhin nhyn Delta chi la doi thu cynh tranh hay 
chi la ngudi bo trQ - bdi vi d day Delta dong ca hai vai. 

Viyc m$t ngudi chtfi luon dong nhieu vai dong thdi trong 
Myng gia trj da trd thanh tieu chuan. Cac chuyen gia chien 
lu’Qc Gary Hamel va C.K. Prahalad da dua ra vi dy trong cuon 
Canh tranh cho tuang lai: ’’Bat ky luc nao, AT&T cung co the 
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coi Motorola nhir nha cung cap, ngubi mua, doi thu cgnh 
tranh, hay doi tac cua minh.” Se khong con lau nfta den luc cac 
cong ty dign lgc sir dyng cac dirbng day cua minh de truyen di 
am thanh va dur ligu cung vbi dign nang. Klii do, hg se la cac 
doi thu cgnh tranh cua cac cong ty dign thogi. Nhimg dieu do 
khong lam cho Cong ty dign thogi Southern New England va 
Cong ty dign lgc Northeast Utilities het dong cac vai tro la 
nhtfng ngtfbi bo trg cho nhau nhir hign nay: Hg d§t cac dirbng 
day dign thogi va dirbng day dign tren cung mgt hg thong cgt 
va dieu nay cho phep ca hai tiet kigm dugc chi phi. 

Trong linh vgc phi lgi nhugn, Bao tang nghg thugt 
tfirong dgi (MOMA) va Bao tang Guggenheim b New York 
cgnh tranh ve khach tham quan, so thanh vien va cac hga si 
cung nhir cac bbc ve va nguon tai trb. Nhutig cung nhir vgy, b 
day khong phai chi co cgnh tranh. Kha nang dirge lga chgn de 
tham quan nhieu bao tang trong ky nghi cuoi tuan se giup thu 
hut nhieu ngubi den New York Nhir vgy, Bao tang Guggenheim 
vufa la ngifbi bo trb, vita la doi thu canh tranh doi vbi MOMA. 
Cac bao tang con co the phat hanh cac the tham quan chung 
cho khach vao dip cuoi tuan, mgt hogt dgng dugc ap dyng rat 
nhieu b cac thanh pho b chau Au. 

Yin con nua. Bao tang Guggenheim co the thue tranh tuf 
MOMA hay cho MOMA thue tranh cua minh de to chbc cac 
buoi trien lam dgc bigt. Tom lgi Bao tang Guggeheim trb 
thanh khach hang, nha cung cap cung nhir ngubi bo trb va doi 
thu cgnh tranh cua MOMA. 



Ly thuyet tro cho’i trong kinh doanh 


5i 


Vj tri trong Mang gia trj chi don thu an the hipn vai tro 
chinh ma mpt ngirdi nao do d6ng va cung mQt ngufti co the gift 
dong thbi nhieu vai. Se la phan tac dyng neu phan vai cho mQt 
ngufti nao do chi la khach hang hay nha cung cap hay chi la 
doi thu canh tranh hay ngirdi bo trQ. 

Vura thi#n vif a ac 

Mpi ngtfcri qua quen vdi vipc nhin nhan the gidi kinh 
doanh nhit mQt cuqc chien ngay ca khi nhung ngtfcri chcri khac 
dong thori vda la ngtfdi bo trQ, vita la doi thu canh tranh. Hq 
luon co khuynh htfdtag ngay tti dau nhin nhan do chi la nhtfng 
doi thu CQnh tranh va can phai chien dau chong lai. Hq chi tQip 
trung vao mat xau ma bo qua nhtfng m£t tot. 

Vao dau nhtfng nam 1980, khi doanh thu ban cac dau 
video tang m^nh, cac xtfcmg phim da nghT rang mQi ngtfdi co 
the se khong den rap xem phim ntfa neu hQ biet rang s 4 p tdi 
hp co the thue l$i hay mua phim nay. Mqc du cac xtftfng phim 
van co the kiem dtfQc tien ttf vi$c cho thue hay ban bang video, 
song nganh kinh doanh nay co the gay anh htfdng 16 n den lQi 
nhuan cua phim man anh r$ng (chieu tai rap) va cuoi cung hQ 
se chju thipt thoi htfn so vcri trtftfc do. Do vay, cac xtfbng phim 
djnh gia cac phim cua minh cf mtfc kha cao sao cho cac cua 
hang cho thue chi co kha nang mua dtfQc mQt vai ban sao cho 
moi phim. Gan nhtf khong c6 phim nao dtfQc ban trtfc tiep cho 
ngtfdi tieu dung. 
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Sir lo l&ng cua cac hang phim ve anh htfdng tren la c6 
cd sd. Mgt so ngutii thtfc te da khong di xem phim d rap, 
chap nh§n dyi den khi xuat hign cac bang video tren thi 
trirdng. Nhimg d day tac d$ng bo trd con manh hem rat 
nhieu. Sy thanh cong cua cac phim chieu d rap se kich thich 
mQi ngirdi thue hay mua bang video. Nhdng ngirdi thich cac 
bg phim co the ty minh mua hay thue phim do de xem l$i, 
hoac khuyen nhdng ngirdi bo Id cd hQi xem d rgp tim mua 
bang video de xem. 

NhiOig roi khi cac xirdng phim da vao cugc, hg bat dau 
chao ban r$ng rai cac bang video vdi gia dirdi 20 USD thay vi 
chi ban cho cac cute hang cho thue vdi gia 69,95 USD. Ket qua 
la thi trirdng chung cho ca phim d rgp, bang video cho thue va 
bang video ban ldn hern rat nhieu so vdi trirdc khi co dau 
video. Nam 1980, doanh thu td phim anh d rap la 2,1ty USD 
trong khi kinh doanh bang hinh xem t$i gia dinh mang I^i 
them doanh thu 280 trigu USD nda. Tdi nam 1995, doanh thu 
tir phim chieu d rap la 4,9 ty USD, kinh doanh td vige cho thue 
va ban video th£m chi con nhieu hem va dat den 7,3 tv USD. 

Giong nhir cac xirdng phim lo ngai thj trirdng phim 
video gia dinh, cac eda hang sach truyen thong ban dau cung 
nhin cac nha xuat ban dign td va Internet nhd nhdng doi thu 
canh tranh. Mgt lan nda, hg mdi chi thay co mgt nda bde 
tranh. Cai ma cac eda hang sach khong nh$n thay la vige ban 
sach trong mgt linh vyc nay co the thue day cau trong lmh vyc 
khac. Theo Joseph L. Dione, Tong Giam doc nhh xuat ban 
McGraw-Hill: "Trong ca chyc trirdng hyp khi chung toi dira ra 
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phien ban di£n tir cua mQt an pham in... thi cau cua chinh an 
pham in do lai tang len." 

Bang each giup cho ca thi trirdng tang trirdng, nhutig 
ngudi ban sach qua mang Internet nhu* BookZone da khuyen 
khich ca vi§c ban sach theo each truyen thong. Mac du doi 
khi ngudi ta mua sach tit BookZone thay vi mua trong mpt 
eda hang truyen thong, BookZone chi la mpt ncri mua thuan 
ti$n ve mgt thdi gian (vi dy vao luc hai gid sang). Vi§c ban 
them sach kieu nay giup lam cho chiec banh to ra, nhimg day 
van chira phai la tat ca. Sach dude ban eon do ngudi ta gidi 
thi^u cho nhau; chi can mQt Fan ban sach co the tao ra phan 
(mg day chuyen. Neu khach hang cua BookZone thfch dpc 
m$t cuon sach va noi cho cac ban cua minh ve dieu do, 
nhfmg ngudi nay se co the mua cuon sach do d cira hang 
sach. Hay mQi ngirdi c6 the se mua sach d cira h£ng sau khi 
hQ dirQc xem thuf sach dipn tu* tren mgng Internet va cam 
thay quan tam den no. Cuoi cung, neu nhu m^ng Internet 
giup ban dude nhieu sach hern, cac tac gia va cac nha xuat 
ban se san xuat nhieu sach htfn, dieu nhy tot hon cho ca 
ngudi ban va ngirdi mua sach. 

Trong mpt bai bao d tuan bao Ngit&i xuat ban, ba 
Marry Westheimer, Chu tjch BookZone da dap lyi phan ting 
lanh nhgt ma ba nh$n dude trong hQi nghi cua Hiep h$i nhftng 
nha ban sach d My vao n&m 1995 bang nhtfng ldi nhu* sau: 

Neu thay vi d£u tranh mQt each vo ich, nhiftig nha bail 
sach cam thay b\ de dQa nay co the nhin xuyen qua c\fc kia cua 
ong kinh, hQ se thay rSng cai ma hQ cam nhyn la canh tranh 
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thyc sy l?i la bo try... Cung nhau, chung ta co the tyo ra sy 
kicb thich cho thi trtfdng cua chung ta phat trien... Neu tat ca 
chung ta... ngirdi ban sach, nha xuat ban, ngirdi phan phoi, tac 
gia, lam tot cong viyc cua minh, se cang ngay cang co nhieu 
ngirdi mua nhieu sach hdn. Va neu chung ta cung lam viyc cho 
mpt myc dich, chung ta va cac dgc gia - khach hang cua chung 
ta se hai long hem rat nhieu. 

Trong khi nhutig nha ban sach truyen thong chi nhin 
thay canh tranh, ba Westheimer da nhyn thay yeu to bo try 
trong nganh kinh doanh sach. 

Vi dp v'e vipc nhin nh£n nhtfng mat tot thanh xau co the 
tim thay d mgi van phong. Khi may tinh Tan dau tien duyc 
trinh lang, hau het mpi ngirdi nghi rang hp se bo duyc cac 
cong vipc giay td. Van ban va dir lipu duyc liru tru* d dang cac 
xung !yc dipn tOr duyc xem la doi thu canh tranh ldn nhat ma 
giay phai doi mat. Kh&p ntfi ngirdi ta noi den nhtfng "van 
phong khong can giay td”. Mpi ngudi tham chi con bat dau 
cam thay luyen tiec cac van ban dupe viet ra va in an Mng 
cong nghp cu. Nhifng thyc te da dien ra mpt each kh&c hSn. 
Theo tap chi Pho Wall , ”Myc du gia giay va vipc sir dyng may 
tinh deu tang, cac van phong irdc tinh van dung den 4,3 triyu 
tan giay trong nam 1995, so v 6 i 2,9 tri$u tan nam 1989. N&m 
2000, dy tinh con so nay se la 5,9 tripu tan giay.” Dieu ma 
may tinh thyc te da lam la khien cho cac cong vige giay td trd 
nen de dang hern. Ngay nay, may tinh dong vai tro bo try 
nhieu hem r&t nhieu so vdi vai tro cynh tranh vdi giay. 




Ly thuy^t tro chori trong kinh doanh 


Ngay ca khi ngirdi ta da nhan ra tdc dung cua sir bo try, 
mot so ngit&i van coi thit&ng no. Citibank la ngan hang dau 
tien gicfi thiyu dich vy may rut ti'en ty d$ng (ATM) vao nam 
1977* Khi cac ngan hang khac lap d§t cac m;ly ATM cua minh, hy 
muon Citibank gia nhap mang lircri cua h q. Dieu nay se lam cho 
the ATM cua m 6 i ngan hang co gia trj hon nhieu. Khi cac ngan 
hang choi trong m$t mang chung, m 6 i may ATM se bo try cho 
tat ca cac may khac. Nhimg Citibank da tOrchoi. H9 khong muon 
lam bat cir dfeu gi de giup doi thu canh tranh cua hQ. Dong tliori 
khong muon lam dfeu gi co lyi neu viyc do cung co the co hyi. 
Quyet dinh nay mang lyi thiyt hyi cho chinh cac khach hang cua 
Citibank. Dan dan, cac mang ltfdi khac trd thanh cac myng dan 
dau ca trong nude va quoc te, va khach hang cua Citibank bat 
dau tur bo ngan hang cua minh. Viyc tiep can hyn che doi vcri 
ATM da lam giam thi phan cua Citibank. Citibank rot eye da 
tinh ng$. Nam 1991, ngan hang da thav doi chien luyc cua minh 
va gia nhap vao cac mang liTcfi khac. 

Tat nhien, mgt ngitdi chcri co the kh&i ddu la mgt 
ngif&i tot, nhtfng sau do Igi trd thdnh ngittii xau. Truyen 
hinh cap khi mdi xuat hiyn da bo try cho he thong myng ltfcri 
cac trym truyen hinh phat song bang each mo ryng den 
nhfrng vung phu song yeu. Tuy nhien theo thdi gian, cac cong 
ty truyen hinh phat qua cap Mt dau phat nhieu chtfdng trinh 
tuOng ty nhu* cac chifOng trinh truyen hinh phat song, trong 
so do co HBO, CNN, MTV, Nickelodeon, Nashville, Home 
Shopping, Network va nhieu chuong trinh khac ntta. Thym 
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chi ca nhtfng ngifori nim trong vung phu song manh cung bat 
dau ky hyp dong sOr dyng truyen hinh cap. Do ngirdi xem 
ehuyen sang xem cac chirong trinh truyen hinh cap thay vi 
xem cac chu’crng trinh truyen hinh phat song, truyen hinh cap 
dan ehuyen thanh doi thu canh tranh nhieu htfn la ngirdi bo 
try cho truyen hinh phat song. 

Tpi sao ngufri ta lgi hay co xu hirdng chi nhin thay m§t 
xau ma bo qua mat tot? Do chinh la bdi quan nigm coi thuong 
truing nhtf chien trifcfng, mgi thu 1 la canh tranh chit khong 
phai bo try. Quan diem nay din ban deh each nhin nhgn rang 
mpt khi khach hang mua san pham cua niQt ai do thi hp se it 
co kha nang mua san pham cua ban htfn. Hay khi nha cung 
cap da cung cap nguon lyc cho mgt ngufti khac, hg se co it kha 
nang cung cap cho bgn hon. Tat ca do la canh tranh. 

Co the quan nigm nay con xuat phat tur each nhin nh£n 
rang cugc song luon bao gom nhuUg danh doi. Khong ai co 
the co tat ca. V 0 i mgt so tien co hgn, thdi gian co hgn va 
nguon lyc co han, ngifdi ta huge phai lya chgn. Khach hang 
va nha cung cap phai lya chQn giufa bgn va doi thu cgnh 
tranh cua bgn. Hojc ngiTtfi nay, ho§c ngirefi kia chif khong 
the la ca hai. 

Dfeu nay khong phai luc nao cung dung. Quan nigm danh 
doi da khong tinh den cac san pham bo try. Vigc mua mgt san 
pham bo try se khien khach hang de mua ca san pham cua bgn. 
Nghia la ca hai, chit khong phai chi cai nay ho§c cai kia. Hay khi 
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mpt nha cung cap cung cap nguon lyre cho mpt ngudi bo trp, hp 
cung se d£ cung cap ca cho ban nda. Mpt Tan nda l$i la ca hai, 
eh xt khong phai chi cai nay hay cai kia. 

De giup nh§n biSt dupe ca cai tot va cai xau, can suy 
nghi ca bo trp chd khong phai chi canh tranh. 


Vira thien vipa ac 

Co mpt khuynh huang nhin nh|n mSi nguai cho 7 i mdi nhip 
mpt si/ de dpa c^nh tranh. 

Nhung co r£t nhi&u ngudi choi vda b6 trp cho ban Jpi 
vi>a c^nh tranh vdi bgn. 

Hay tim ki6m c£c ca hpi b6 trp cung nhir nhOng thach 
thu-c cpnh tranh. 


T^o ra thj trtfdrng 

Vipc ngtfafi chcri co the dong thdi la ca dSi thu canh tranh 
v& ngudi bo trp giai thlch mpt dieu de bi coi la hinh vi bat 
thudng. Thoat nhin, ngudi ta thay co ve nhir rat vo ly khi cac 
doanh nghipp canh tranh thudng lpi hay nkm canh nhau: hp 
thong eda hang ban kim cirong dpc theo pho 47 d New York; 
cac eda hang tranh d S0H0; cac eda hang sach co d London; 
cac rap chieu bong d Westwood, Los Angeles va cac dai ly ban 
xe hpi tren cung mpt doan dudng. O Brussels, cac eda hang do 
co n 5 i nhau tren kMp quang tnrdng Grand Sablon. 
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Li£u cac cda hang do co co nen chuyen ra khoi Brussels 
den cac vung ngo^i 6 d€ m6i cda hang co thj trirdng rieng 
cua minh? Khi ay se it co canh tranh trtfc tiep v<§ gia ca hon 
vi khach hang kho co the so sanh dirgrc gia ca. Nhufng m$t 
khac, cda hang sieu thj Wal-Mart khong nim gan Kmart, va 
Pearle Vision khong phu bong cua minh ien LansCrafters, 
cac cda hang ca phe hay hi$u gi§t la noi chung cung khong 
t$p trung mpt ch6. 

Nhiftig day la each suy nghi chi nhin nh£n cac cda hang 
do co d Brussels nhir nhdng doi thu canh tranh. Bang cich b 5 
tri cac cda hang do co canh nhau, chung se bo trd lan nhau. 
Thay vi ltfa chpn chi mot cifa hang de di mua $im - co the 
chon sai - ngirdi mua sim co the den Quang trtfdng Grand 
Sablon de dao qua tat ca cac cda hang d do va lya chpn trgn ca 
sd co du thong tin. Vi dieu nay thu§n ti£n hem rat nhieu nen 
mpi ngirdi se thich di mua hang d Quang trtfdng hefn. Ngirdi 
mua hang cung yen tam hefn ve chat ldtfng hing hoa vi mpt 
cda hang ban do chat lifting thap va gia cao se khong the ton 
tai dirtfc lau neu nhir doi thu c$nh tranh tot htfn nim ngay ben 
canh. Hem nufa, khach hang se sin sing mua mot chiec ban 
trong mot cda hang hon neu nhir ho tim thay nhdng cai ghe 
tdt phu hop vdi chiec ban do ngay d nhdng eda hang ben canh. 
Vi£c giup khach hang tim thay cho ban ghe giup chiec ban 
diftyc ban d£ dang hdn va ngirc/c l^i. Nhirv£y, bing each nim 
c^nh nhau, cac cda hang do co, mge du c^nh tranh nhau trong 
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vice chia se thi phan, v^n la nhtag ngirdi bo tr<? d&c 1 yfc cho 
nhau trong vice tyo nen thj tnrdrng. 

Trong mQt so trtfdng hgp> hicu tag co cym giup tyo ra 
mpt thi trtfcfng lta hern cho ca nha cung cap cung nhtf ngufri 
tieu dung. Day la trudng hop cua cac buoi bieu di£n nghy 
thuyt ben trong nha va ngoai pho Broadway, New York. Ve 
phia khach hang, nhi'eu chifdng trinh bieu di§n da giiip loi keo 
dong hern ngtari xem vao thanh pho, m$c du cac buoi bieu 
dien cynh tranh veri nhau ve chinh so khan gia do. Vice tap 
trung cac buoi bieu dien gan nhau tyo ra mpt dam dong 1cm 
cung khi£n cho vice thu hut nhiSu nha cung cap trer nen d§ 
dang hern. Nhyc thinh phong co the chia se san khau vdi nhac 
giao htftag, Rap hat co the chia se cung san nhay. Cac nhac 
cong chori giao hiTcfng co the bieu dikn trong cac vd opera vh 
cac buoi nhac hgi. Ngudi thiet ke phyc trang cho rap hat vta 
lam viyc cho nha hat opera vta lam cho san nhay. Ngudi thiet 
ke va dieu khien anh sang co the lam vice d ca nhk hat, rap 
opera, cac buoi hoa nhac vk san nhay. Cac dao di£n c6 th€ lya 
chyn cac dien vien nam ntf d ben ngoai Broadway - thym chi 
trong cac nha hang. 

Du la eta hang ban kim ctfcrng, hay hiyu ban tranh, eta 
hang sach co, rap chieu bong, dai ly ban xe hori, eta hang do 
co hay nefi bieu diSn ca nhac, khi cac hoat dong tirong tyf tap 
trung cung nhau, chung se tao ra sy bo try lan nhau de ctag 
phat trien thi trtfdng, ngay ca khi doi luc df£u do cung co 
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nghia la co nhieu canh tranh hern trong vipc chia phan thj 
trifdrng do. 

Cac cijra hang <T6 chm Toys "R" Us duftng nhu di theo 
chien liftfc ngtfpc lgi, tic la dtfa vao mua sim theo d[a diem. 
Cac cifa hang nay thong thtfcfng dutfe bo tri d nhutig khu vyc 
thue m$t b&ng re, each xa cac dirdng lefn va khong nim ben 
canh nhtfng cia hang khac. Khach hang den cu*a hang Toys 
"R" Us befi vi hp chu djnh mua hang d chlnh cia hang nay. Co 
phai Toys "R” Us da lam dung? Chung toi khong djnh dtfa ra 
ldi khuyen ring cac cia hang Toys "R" Us can phai dittfc bo tri 
dr gin cac cufa hang do choi khac, nhutig co le cira hang in 
McDonand's hay khu vui chori Discovery (khu danh cho tre em 
co ngirdi trong nom) trong khu v\rc cia hang co the lim cac 
cia hang Toys "R” Us tref nen hap dan horn. Khi do, khich 
hang den khu vui choi giai tri Discovery de ky nipm ngay sinh 
nh§t gief day co the di qua va ghe vao khu vyc ban do chtfi. 
That la tipn lyi lam sao. Va tao sao lai khong an m§t chiec 
BigMaccua cia hang McDonalds trong khi dang ddo? 


Hoa binh va chien tranh 

Cac edng ty: 

* Bo try Iln nhau trong vi#c tgo ra thj truong. 

* C^nh tranh lin nhau khi phin chia thj trirdmg. 
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Cho den day thi tat ca deu la nhtfng ngtfdi bo trd l&n 
nhau. Nhimg van d§ doi vdi cura hang Toys "R" Us la khi bo 
me de l$i con em minh d khu vui chcri Discovery hay d cda 
hang McDonald's, hp it bj con em minh nai mua them d'6 
chcri han. Do v$y, khu vui chtfi giai trl Discovery va cua 
hang McDonald’s la ngudi bo trd khi dong vai tro thu hut 
khach hang den vdi cda hang, nhimg trd thanh doi thu c§mh 
tranh khi khach hang quyet djnh mua gi. Chung toi khong 
biet hipu ting nao cao hdn, nhimg vdi htfn n&m tr^m cu*a 
hang dang ho^t d$ng, ch&c hSn Toys "R” Us co the da rut ra 
nhieu kinh nghipm cho minh. Thyc te, Toys "R M Us con co 
kha nang hpc hoi dirqc tOr chinh ho^it dpng cua minh d mrdc 
ngoai. Vi dp d Nh|t Ban, ”R" Us da hdp sure cung vdi 
McDonald's va Blockbuster Video de xay dyfng cac khu pho 
buon ban danh rieng cho cac gia dinh di mua s&m. 

Mpt ngurdi choi khong tranh khoi 

Mpt vi dp dac bipt ve mpt ngudi chdi dong nhieu hon 
mpt vai tro trong Mpng gia trj la chinh phu, ke ca chinh phu 
lien bang va chinh quyen bang (chinh phu dja phudng). Tuy 
vao vi§c bpn xem xet chinh phu theo khia cpnh nao, hg co the 
xuat hipn vdi tat ca cac vai tro td ngtfdi tieu dung, nha cung 
cap, doi thu c$nh tranh den ngtfdi bo trd. Ngoai ra chinh phu 
con co mpt vai tro ngam rat quan trpng. 

Khi chinh phu mua hang hoa va djeh vy, chinh phu la 
ngirdi tieu dung giong nhtf nhdng ngtfdi tieu dung khac va 
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1 cm hdn nhieu. Trong vai trd la ngirdi tieu dung, chinh phu 
dyt lam dircfng xa, lam cau pha, nha cf va ca quan cong 
quyen; mua cac djch vy y te va giao dye; mua khi tai quan si/ 
vdi so ltftfng lern. Chinh phu cung con la nha cung cap khi 
chinh phu ban quyen khai thac dau khi va tai nguyen, quyen 
khai thac g6 d rOrng va quyen sur dyng dai phat song cung nhif 
nhieu thurkhac ntfa. 

Khi ngudi dan dong thue, hy se con it tien hdn de 
mua hang hoa va djch vy. Bang each do, chinh phu "cgnh 
tranh” vefi cac doanh nghiep tir nhan de thu ti$n cua dan. 
Phai thi/a nh§n rang, ’’vice cynh tranh 1 ’ chi \h myt chieu bdi 
vi vi$c tra thue la nghia vy cua ngtfdi dan. Ttfcmg t1/ nhtf 
vyy, khi chinh phu vay von, chinh phu cynh tranh vdi cac 
cong ty trong vice thu hut vdn. Cac trtfdng cong cynh tranh 
vdi cac trudng tiT. Djch vy BxTu chinh cua My cynh tranh vdi 
Djch vy Chuyen phat nhanh Lien bang (Federal Express). 
La ngudi sir dyng nguon nhan li/c ldn nhat quoc gia, chinh 
phu con cynh tranh vdi cac cong ty tiT nhan trong vice thue 
nhan cong. 

Trong khi do, chinh phu phyc vy cho moi doanh 
nghiyp nhtf myt ngtfdi bo try bang each cung cap hy tang cd 
set va d§t hang dan dyng. Va cung hien nhien rang moi myt 
doanh nghiyp phy thuyc vao chinh phu de co diryc nhdng 
thur nhtf an ninh va bao hiem tai san, he thong giao thong 
vyn tai, toa an dan si/, si/ on djnh cua dong tien, v.v... Thieu 
nhumg thur do, khong ai co the kinh doanh dtfyc. 
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Vdi cac vai tro nhir ngirdi tieu dung, nha cung cap, doi 
thu canh tranh va ngirdi bo try, chinh phu co quyen lam 
lu$t va dtfa ra cac quy djnh de dieu hanh cac giao dich giura 
nhumg ngirdi chtfi. Chung toi se noi nhieu ve vai tro ngam 
cua chinh phu nhir mpt ngirdi lam lu£t d trong chtfcfng ve 
Quy tac. 

5. Ban hay thu 

Michael Corleone: Hay giiii nhitng ngi/cfi bgn cua anh 
gan ben minh, nhitng hay gift ke thu cua anh cdn gan h(Xn nita. 

- Bo gia, Phan II 

Trong cuge chdi kinh doanh, ai la ban va ai la thu? Dieu 
nay tudng nhir la mpt cau hoi dan gian. Ban co ba nhom ban 
va mpt nhom thu, co dung v$y khong? Khach hang, nha cung 
cap, va ngirdi bd try la nhumg ngirdi ban trong khi doi thu 
canh tranh ro rang la khong phai. 

Tren thyc te, chung toi bidt rang df§u n&y co the khong 
hoan toan dung. Theo tryc giac, moi ngirdi deu hieu r&ng dye 
theo chi'eu ddng cua Mang gia trj co mpt sy pha trpn gitfa 
canh tranh va hyp tac. La hyp tac khi nh& cung cap, cac cong 
ty va khach hang cung nhau tao ra gia trj. Nhifng khi cai 
banh can pbai chia nho thi khach hang gay ap lyc de giam gia 
va nha cung cap cung doi phan cua minh. Do vay se la canh 
tranh khi den luc phai chia banh. Trong cac bai tap tinh 
huong duyc xem xet trong cuon sach nay, ban se thay dong 
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thcri ca nhung yeu to canh tranh va hqp tac. Tranh hgrp la ttf 
mo ta dung ddn nhat quan h§ cua ban vdi khach hang va nha 
cung cap cua ban. 

The con theo phtftfng n&m ngang? Ai la b$n va ai la thu 
cua b^in b day? Bgn se vui mung khi ngirbi bo tr</ vdo chtfi, va 
noi chung b$n se vui htfn neu doi thu canh tranh dufiig ngoai. 
Nha v§y, co phai ngu*cri bo trq la ban va doi thu canh tranh la 
thu? Noi chung la dung. Nhung, mpt Tan nufa, day chaa phai la 
bijfc tranh toan canh. 

Khi ngtfdi bo trq tham gia cu$c chcri, chiec banh se lota 
len. Do la sp* cung thdng. Nhung khi ay se co cuqc keo co giufa 
b^n vdi ngUbi bo tr# cua b^n ve chuyen ai la ngifcfi dtfqc l<?i 
nhieu hern. Neu ngtfbi b6 trp duyc nh|n it hon tuf chiec banh, 
ban se dupe nh£n nhieu hern, va ngirqc l$i. 

Cuqc chien cam go gitfa nhung ngtfdi bo trq nay da 
dtftfc minh chutag trong nganh kinh doanh may tinh. Cac 
nha san xuat phan cufng bo trp cho Microsoft, vi£c Compaq 
va Dell tham gia vao th[ trtfdng may tinh cd nhan ttftfng 
thich vdi may IBM da mang lai lqi ich cho cong ty nay. 
Nhung Microsoft th$m chi con dtfqc lqi nhieu htfn moi khi 
Compaq va Dell bdt dau cuqc chien v6 gia. Khi gia phan 
cihig giam xuong, nhieu ngtfdi se mua may tinh hon, di?u 
nay dan den phan mem cung ban ch^y hon. Va the la 
Microsoft chien thang. Tham chi nhung ngtfdi dang le mua 
may tinh vciri gia cu ddt hem, bay gid cung tiet ki£m dirqc 
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nhieu tien h an de mua ph'an mem. Microsoft lyi mQt nuTa 
chien thing. Ngirdi b6 try c6 the la byn cua ban, nhimg ban 
se khong phan doi neu h q b* thiyt hyi chut it. Sy thua thiyt 
cua hp la lyi ich cua byn. 

Trong Ihtfc te, nhung ngirbi bo try cua byn qua thanh 
cong co the ching bdt lyi cho byn la bao, neu co, trong chiec 
banh. Doi vdi cac djch vy tri/c tuyen, san pham bo try quan 
trQng la dich vy diyn thoyi dia phifcfng. Neu cirdc diyn thoyi 
dat, djch vy tryc tuyen bupc phai bu dap Mng mure gia thap 
htfn, co the vdi gia thap den mure ma cac djch vy tryc tuyen 
hau nhtf khong con lyi nhuyn cho minh. Day la nguyen 
nhan chinh tyi sao cac djch vy tryc tuyen khong phat trien 
manh me d Nhyt Ban nori typ doan NTT thong tri ca ih\ 
trirefng diyn thoyi va tinh phi cao doi vdi cac cuyc gQi nyi 
hyt. Ngiryc lyi, d phin ldn cac vung nirdc My, cac cuyc gQi 
n$i hyt khong tinh theo thdi gian, va dieu niy diryc coi nhu: 
tiep them nhien lipu cho American Online, CompuServe va 
vo so cac nha cung cap truy cyp Internet de bung no tang 
trudng. Nhtf vyy, thi cac san pham bo try re mdi chinh la 
ban cua byn. 

The con doi thu cynh tranh thi sao? Chac chin it nhat 
la quan hy da ro rang d day. Ngtfdi thich dng nhat dtfyc vdi 
hoan canh se la ngudi song sot. Do la chien tranh. Phan sau 
cua cuon sach chung ta se thay Nintendo da lam the nao de 
chinh phyc tat ca cac doi thu va trd thanh ngtfdi khong lo 
trong trong nganh kinh doanh tro ehtfi diyn ttf tren video. 
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Chung ta cung se tMy NutraSweet da chcri mpt cugc chien nhir 
th& nao cr chau Au de xac lap nen mgt tien lg rat co gia tri. Tuy 
nhien, neu chi cho r&ng day luon luon la cuqc chidn vcri cac doi 
thu canh tranh thi chiing ta da qua don gian hoa van de. Doi 
khi each tiep can thang - thua dan den mgt chiSn th&ng phai 
tra gia qua d&t. Th&ng - thua cuoi cung se trd thanh cung thua. 
Mpt vl dp co dien la vige cat giam gi£ de gianh chiem thj ph 3 n. 
Cac doi thii canh tranh se giam gia theo de cpnh tranh vdi ban 
va ket qua la tat cac ben deu co mire l<?i nhuan thap htfn. 

Mgt van de khac trong cupc chien v6i doi thu canh tranh 
ia khong de tieu dipt hg. Thong thtfcmg ban chi thanh cong 
trong vige lam hg bj thirong, va con thu nguy hiem nhat la con 
thu bj thuxrng. Bay gift ban da bi giam lgri nhuan, doi thu canh 
tranh cua ban con rat it de mat va moi nguyen nhan deu khien 
cho cugc chidn trd nen quyet ligt htfn. 

Cach thitc tot nh&t la tim ra cac c(X h$i cung thang v&i 
doi thu cgnh tranh. 

Co hgi cung thang vori doi thii canh tranh ligu co phai 1 & 
thpc te khong? Mpi ngtfcrt deu noi ve stf hpp tac trong n$i bp 
cong ty nhir lam vige theo nhom va chia se thong tin. Nhutig khi 
bude ra ben ngo&i, co ve se la qua ngay tho khi cho phep doi thu 
”chi&i thang”. Nhimg van de khong phai la ngirdi khac co th£ng 
hay khong - thyt te cho thay la hg doi khi cung c&n phai tMng - 
ma la 6 cho chinh ban co phai la ngtfcfi th£ng hay khong. 
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M$c du kho ma quen dirqc vcfi y nghi nay, ban vkn 
phai cong nh$n r&ng doi khi each t6t nhSt la de cho ca 
ngtfcri khde cung cung co Itfi, ke ca doi thu canh tranh ciia 
minh. Chung ta da thay nhttng vi dy khi cac cong ty luc dau 
dir<?c xem la doi thu canh tranh, ve sau cho thay h<? con la 
ngirdi bo trd ntta, Mot khi cac cong ty n&y con thanh cong 
vcfi vai trd botrqr lan nhau, h<? ro rang con mang lai l<?i ich 
cho nhau. 

Nhimg cung c6 nhurtig luc chien lirtfc t6t nhat 1 & de doi 
thu canh tranh th&ng trong chinh vai trd la doi thii cg.nh 
tranh . Trong phan con lgi cua cuon sach, chung ta se thay 
nhfeu trtfcrng hqp khi vice m$t cong ty giam gi£ de loai bo 
doi thu canh tranh co the d€ diin den thiet h^i cho chinh 
cong ty do. Chdng toi se gicri thifu each de dat dtf<?c hicu 
qua cung th&ng Mng vice tranh cac cu§c canh tranh huy 
diet lan nhau. Chung toi se chi ra r&ng vice tham gia canh 
tranh dau gia co the quay lai lam h$i chinh ban, va gtfi y cho 
bgn mQt each thfre t 5 t htfn de canh tranh. Chung ta se thSy 
cac chtfcfng trinh danh cho khdeh hang trung thanh da giup 
cac ben tranh rcri vao bay cua cu$c chien gia ca nhur the nko. 
Chung ta se xem xet b&ng each nao cac quy tSc nhu* c^c dieu 
khoan "khdp theo gia canh tranh" lam thay doi ban chat cua 
canh tranh. Chung ta se xem xet xem b 5 ng each nao co the 
tao ra dirgfc anh hiring tac d$ng len stf cam nh|n de dieu 
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chinh cac phan ting canh tranh sao cho tat ca mgi ngtfcfi 
cung co lgi. Chung ta th§m chi se con phat hi$n ra nhting 
tinh huong khi can de cho doi thu canh tranh trti nen phdt 
dat, th|m chi ngay ca khi dieu do co nghla chap nhan lgi 
nhu£n cua minh thap hon. Mot tritcrng hgp loai nay la khi 
mgt dSi thu mcfi gia nhap thj truting de cho cac cong tv ltin 
phan banh du to sao cho cac cong ty kia nghi rang de ke mtii 
den song con tot hern la gay chien vtii no. M$t doi thu cgnh 
tranh dang phdt dat thit&ng it nguy hiem hefn mgt doi thu 
tuygt v<?ng . 

Julius Caesar da noi: 

Hay cho nh&ng ngit&i dan ong beo di theo ta. 

- Shakespeare, Julius Caesar 

M$c du vay, chgn giai phap quay lung lai de mac doi thu 
vSn khong phai la mgt y tuting tot. Chung ta biet ro rang tat ca 
cac doi thu canh tranh cua ban se rat hai long dung btia tnta 
cua ban neu ban de cho hg lam dieu do. Phirong phap cho 
chien luge cua chung ta khong phai la tang cac doi thu canh 
tranh mgt btia trtia khong mat tien - btia trtfa cua ban. Chung 
toi cung khong de xuat rang ban to ra nhufrng nhin va hy vgng 
r^ng nhting ngirtii khac cung se dap lai nhir vay. Do thirdng la 
cong thtic cho tinh huong thua - tMng. Chung ta con co nhting 
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each there thong minh hdn de c 9 nh tranh ma khong can di/a 
vao long tot cua ke khac. 

Quan cua ban vdi cac doi thu canh tranh thoat nhin la 
quan he canh tranh hay quan he th^ng - thua. Ban se thiet khi 
hq tham gia vao cuqc chat Nhitag ban se khong phai thiet 
nhieu nhif vay neu ban nhan ra rang mpt khi ddi thu canh 
tranh tham gia vao cuqc chcfi, ban hoan toan co the? cung 
thang vdi hq. Khong phai chi co chien tranh vdi cac doi thu 
canh tranh. O day co ca chien tranh va hoa binh. 

Dieu nay dung cho ca bon phia trong gian do Mang gia 
tri> du do la khach hang, nha cung cap, ngirdi bo trq, hay doi 
thu canh tranh, khong ai co the chi dong met vai ban hay thu. O 
day luon co tinh hai mang trong moi moi quan he - do la cac 
thanh to dong thdi cua hgrp tac va canh tranh. Chien tranh va 
hoa binh. Tranh hdp. 


Ban va thu 

Luon ton tgi ca hai yeu to cung thang va thang - thua 
trong cac moi quan he vdi: 

V Khach hang 

V Nha cung cap 

V Ngirdi bo try 

>/ Doi thu canh tranh 

V Hay suy nghT theo hifdng tranh hop 
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T^i thdi diem nay, chung ta co mot gian do (Mang gia 
trj) va mot each tir duy (tranh hop) de suy nghi ve cupc chcfi 
trong kinh doanh. Chung ta da thay m$t so vi dy ve mot so 
cong ty da lam thay doi cuqc chcfi nhtf £ord vcfi Ford Tin 
dong, Intel vcfi ProShare, cung nhif rat nhieu cac vi dy khac 
nijra trong cac cau chuyen ve sau. Nhimg chung ta van chtfa 
co mot phtfcfng phap mang tinh h? thong nao de lam thay doi 
cuqc chcfi. De phdt trien mot phtfcfng phap nhtf v$y, chung ta 
se quay sang ly thuyet tro choi. Do chinh la noi dung cua 
chtfcrng sau day. 



CHI/ONG III 
Lf THUYET TRO CHOI 


Cuqc ddi Id mQt tro chai b&t buQC. 

- Edwin Robinson 

Bgn hy vQng co the kidm dif^c bao nhieu trong tro chcri 
kinh doanh? Nhir chung ta thay, cau tra lcfi khong phy thu$c 
vao kich thtfcrc cua chiec banh thi trtfarng, hay dtfa tren quan 
diem v£ tinh cong b&ng. No cung khong phy thu$c vao vipc 
byn choi tdt nhtf the nao. Ma viyc ban nhyn dutfc bao nhieu 
phy thu$c vao ttfcrng quan quyen lye cua byn trong tro chcri va 
quyen lyc cua nhtog ngtfcfi khac cung doi chia chiec banh do. 
Quyen lyc - du cua ban hay cua nhtog ngtfdi khac - deu diryc 
xac djnh bdi ccr cau cua tro chcri. Ly thuy?t tro chcri cho biet 
each lam the nao de liryng hoa diryc cac quyen lye do. 

Ly thuyet tro choi khdi dau 1 & mpt nhanh cua nganh 
toan hpc tog dyng. Cung co the ggi do la khoa Hqc ve chien 
lucre. No phan tich cac tinh huong trong d6 v§n may cua t£t ca 
moi ngudi deu phy thu$c lan nhau. Ly thuyet tro chcri dtfa ra 
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mgt each there co hp thong de phat trien cac chien luyc khi so 
phan cua ngirdi nay phy thuQC vao nhirng gi ngtfcri khac lam. 

Co ve nhtf ly thuyet tro chcfi hoan toan thich hyp de 
phan tich chien liryc kinh doanh. Tuy nhien, trong lich sir da 
temg co mgt trer ngyi ngan can the giefi kinh doanh nam lay ly 
thuyet nay. Van de la cf cho cac nha hyc thuyt va cac nha kinh 
doanh co hai ngon ngef khac nhau: mpt ben noi ve cac dang 
thurc, ben kia chi noi deh kinh nghiym. Nhieu nha kinh doanh 
da timg nghe noi tefi ly thuyet tro chcfi nhifng nghi ngd khong 
biet do co thyc la mgt cong cm dSc lye tiem tang hay khong. 
Tuy nhien, chinh cac ky nang toan hgc phtfc typ da can trd 
vipc du*a ly thuyet vao thyc ti§n. Dong thefi cac tac gia cua ly 
thuyet tro chcfi cung thircfng khong hieu biet nhieu 13 m ve thyc 
tien kinh doanh, vi vay mgt so diem trong ly thuyet cua hp 
khong n 3 m bat diryc cac thyc tiSn trong do. Cac kinh nghipm 
cua chung toi trong linh vyc giang dyy, nghien cufu va tu* v£n 
cho thay doi thoyi giu*a cac the giefi cua ly thuyet tro chcfi va 
thyc tien kinh doanh la hoan toan co the va rat co ich. Cuon 
sach nay, do vay diryc viet chinh la nh 3 m myc tieu mang ly 
thuyet va thyc tien den vefi nhau. 

Trong chirong nay chung toi se giai thich nhuttg y ttfcfng 
nen tang cua ly thuyet tro chcfi, Trong cac phan con lyi cua 
cuon sach, chung toi se tap trung vao ftng dyng ly thuyet tro 
chcfi trong chien luyc kinh doanh. O day, chung toi dang co 
g 3 ng dyt nen mong va khefi gyi mgt each suy nghi mefi. De lam 
diryc dieu nay, chung toi stf dyng mgt so tro chcfi diryc defn 
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gian hoa va each dipu hoa mQt each co chu y de minh hpa cho 
nhtfng kh£i nipm mang tinh ccf sd cua ly thuyet tro chcfi. Mac 
du chung toi khong stf dyng toan Iiqc nhimg vipc giai trinh vim 
doi hoi phai chu y den khia c$nh toan diye d day. Neu cac byn 
dQC kinh men cua toi danh thdi gian nghien cifu ky chutrng 
nay, chung toi cam doan rang ban se dtftfc den bu xuiig dang 
trong cac chifcfng tiep theo, bdi trong do chung toi ap dyng 
cac khai nipm nay de phan tich va phat trien rat nhieu lo^ti 
chien lutfc kinh doanh khac nhau. 

Tat ca deu n£m trong cac quan bai. De thay ly thuyet 
tro chcfi vyn hanh nhu* the nao, chung ta hay b£t dau ttf ip$t 
tro chcfi trong qua co ve kha don gian. Do la vao mpt ng&y 
nghi roi rai a trtfdng Harvard. Thay giao Adam va 26 sinh 
vien cao hoc quan tri kinh doanh (MBA) cua minh cung fhdi 
bai vdi nhau. Adam gift 26 quan bai mau den va phat cho 
m6i sinh vien mqt quan bai mau do. Thay Adam cam thay 
rat htjfng khdi va ong hao phong d§t ra mpt phan thirdng la 
2.600 USD. Ong de nghj bat ky ai, ke ca ong, neu dira ra 
dutfc mQt c$p hai quan bai trung - m$t den, mpt do thi se 
dirqc thirdng 100 USD. 

Tro chcfi la nhu" vyy. Do la stf thtfcfng lutfng dirdi hinh 
thtfc ttf do gitfa Adam va cac sinh vien. Chi co mQt quy dinh 
la cac sinh vien khong dtftfc tpp hgfp vdi nhau de m§c ca 
chung nhir mQt nhom vdi th 3 y Adam. Hq phai m£c ca rieng 
re theo ttfng ca nhan. Theo ban, cuqc thtftfng ltftfng se dtfng 
l$i d dau? 




74 


Ly thuy4t tro choi 


Hay hinh dung ban la mqt trong cac sinh vien va thay 
Adam de nghj ban ban lyi cho ong quan bai do vcri gia 20 USD. 
Byn co chap nhyn khong? 

Chung toi da chtfi tro nay rat nhieu lan vbti cac sinh 
vien, cac nha quan ly, cac chuyen gia thj trtfcfng, nhttng 
ngirdi chuyen thtfdng luqng ve lao dqng vl cac luyt sir. Cac 
phan utag dau tien cua hq gan nhir lu6n luon giong nhau: 
Adam cf vj tri mynh hdn. Tren quan diem cua m6i sinh vien 
thi Adam ro rang 14 giu: tat ca m<?i quin bai. Ngii hq muon 
trao doi, hq c 3 n phai den cho Adam. 6ng c6 dqc quyen vdi 
cac quan bai den. Nhir vyy thi Adam chic chin se rat co lqi 
khi thyfc hiqn myc ca. 

Bay gid thi byn co sin sang Iffy 20 USD ma Adam de 
nghj kh6ng? 

Dutig quyet djnh nhanh qua nhir vyy. Vj the cua byn 
mqnh hon la byn tudng luc ban dau, do vyy hay mynh dan len 
va ttr chol de nghj 20 USD cua Adam. Co le ban nen <K nghj lyi 
mqt mere gia khac, chlng hyn 90 USD. Bdng lo nefu Adam ter 
ch6i de nghj nguqc lai cua ban. Ddtig nhtfqng bq ong ay. Ngay 
ca khi ban va thay khong thoa thuyn dirqc vdi nhau ve vy mua 
ban nay thi tro choi cung vln con chua ket thuc. 

Adam da dam phan thanh cong vdi tdng sinh vien trong 
so 25 ngirdi con lai. Bieu gi se xay ra tiep theo do? Adam van 
con lai mqt quan bai den vl van con mqt quan bai do chita lyt 
ra. Do la quan bai cua ban. De co dirqc thifong vy cudi cung 
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nay, Adam can c6 bpn cung dung bang vdi b^n can ong ta. Bay 
gid hai ngirdi d vao hai vj tri doi xOfng nhau hoan toan, khong 
ai co lpi the hern ngirdi kia trong cupc m$c ca tay doi. Va 50/50 
se la ket qua chia cuoi cung. 

Bdng each chd dpi, ban co the nh$n dirpc 50 USD cho 
quan bai cua b$n. Bdi vi rdt eye thi m$c ca cung dting lai d ty 
Ip chia 50/50 nen rat co the Adam va ban se thoa thu$n lu6n 
nhiT vay ngay td dau. Vi bat ky sinh vien nao cung co the ap 
dyng chien ltfpc cua ban nen ket qua 50/50 rat co the se la 
ket qua chung cua tat ca ede cupc mac ca tay doi. Khi do tro 
chcri se chuyen thanh 26 cupc thtfdng lirpng tay doi rieng re. 
De ket thuc m6i cu$c thtfcrng lirpng nhir v$y, Adam deu phai 
can den ngirdi sinh vien kia khong kdm gl ngudi nay dm den 
ong ta. 

Th'dy Barry khi d6 quySt djnh se thd chcri chinh trd chcri 
do d New Haven. Tuy nhien, khi ong ddng trtfdc ldp, co the 
thay ro la ong khong co du ede qudn bai. Co ba quan den bj 
mat. Co ve nhir do Id mpt si/ co khong may. Barry vln chcri vdi 
23 quan bai den va chia 26 quan bai do cho 26 sinh vien. 
Cung nhir trtfdc. Cd mdi quan bai den va do cung c$p ddng 
gid 100 USD. Lieu Tan nay ede cupc thtfdng lirpng gitfa Barry 
va cac sinh vien se ddng l$i d dau? Vdi m$t chiec banh nho 
hern, li$u Barry vdi cac sinh vidn cua minh co nh$n dirt/c It 
hdn so vdi Adam va cac sinh vien cua ong hay khong? 

MQt Tan nufa, hay d$t b?n vao dja vj m$t ngirdi trong 
ldp hpc. Barry cung nghj tra cho b^n 20 USD AS b^n dira 
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cho ong ta quan bai cua ban. Ban se nhan hay se giu no lai de 
suy nghi them? 

Neii ban lai ap dyng chi£n lupc truPc thi ban se thay 
ngac nhien. Lan nay, giu* lai de chP xem la mpt y tuPng khong 
hay chut nao. BPi vi Adam co 26 quan bai, ong can ca 26 sinh 
vien de khPp tat ca cac quan bai vcri nhau. Neu ban tuf choi de 
nghi ban dau cua Adam, ban con co the nghi rang ong ta se 
quay lai. Tuy nhien, chi vPi 23 quan bai, Barry dang chpi mpt 
tro chcfi vPi nhtfng chiec gh£ nhac va se co 3 sinh vien bj bo 
lai. Neu ban khong chap nhan 20 USD va I$i con doi den 90 
USD, Barry co the se bo di va khong bao giP quay lai mac ca 
vPi ban nufa. Ban se ket thuc vPi quan bai do van con va 
khong co dong nao trong tay ca. 

Cdi gi dung v&i bgn thi cung se dung v&i cd nhifng 
ngit&i khac . Bat ky sinh vien nao cung co kha nang rcfi vao 
v; tri bj bo lai neu khong chap nhan de nghj cua Barry. NhU 
vay, tat ca se cung nhan nhupng. 23 sinh vien "may m 3 n" se 
nhan dupe 20 USD va ba nguPi se khong nhan dupe gi ca. 
Vi vay, neu Barry de nghi tra 20 USD cho ban, hay nhan 
ngay lay! 

Thpc ra, Barry cd the de nghj mire an chia 90/10. Co ba 
sinh vien co kha nang khong nhan dupe dong nao. Hp s 3 n 
sang chap nh$n mu*c thap hon so vPi nhufng nguPi doi 20 USD 
cho quan bai. Du sao thi nh$n dupe 10 USD cung con hdn la 
khong nhan dufpc gi. Doi vPi Barry, 90% cua 2.300 USD van 
nhieu hdn so vPi mpt nifa cua 2.600 USD vcri Adam. 
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Thieu ba quan bai khong phai la mQt sy c6. Barry da c6 
mpt chiit thu do$n khon ngoan cf day. Dung la ong ta da khien 
cho chiec banh be di nhutig ong ta hieu rat ro vipc bo di ba 
quan bai se lam thay d6i vipc chia banh nhiT the nao. Ong ta 
cung biet r&ng vipc chiem diryc mieng to htfn thufa site de bu 
dap thipt h^i do ca chiec banh bj be Iql 

Chang le day chi la tro chtfi vcfi cac quan bai thoi u? 
Khong dau, chien lirpc nay da diryc ap dyng bdi hang kinh 
doanh tro chcfi video khong I'd Nintendo, mpt each tinh cd ban 
dau cung la mpt nha san xuat bai la de giai tri. Vao nhtfng nam 
1988-1989, cac may chcfi video cua Nintendo khong du de 
ban. Nintendo da chpn each chcfi cua Barry chu' khong chpn 
cua Adam, vcfi mQt diem khac bipt rat 16 n: Hang da thu ve 
khoan lyi nhuan lefn gap nhieu Ian so vcfi ca Barry lan Adam. 
Cau chuypn cua Nintendo se diryc noi d&n ky hefn trong 
chitcrng ve Gia trj gia t&ng . 

Log! cac thiknh pho 

Lien doan bong da quoc gia (NFL) da ghi dupe diem 
rat cao bSng each chcfi theo kieu cua Barry trong tro chcfi vcfi 
cac quan bai. B&ng each co tinh h$n che so cac d$i bong tham 
gia vao giai Lien doan, NFL da bao dam ring s6 thanh pho 
muon c6 d$i bong luon lefn hefn $6 d$i b6ng hipn co. Nam 
1988, dQi Cardinals cua thanh pho St Louis da chuy&i sang 
Phoenix, bo I91 St. Louis vbi mQt san bong da lefn ma khong 
c6 d$i bong nao. Trong no lyc co loi keo ve minh mQt dQi 
bong thay th£, St. Louis da phai throng luyng vai Ian vcfi cac 
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dpi bong khac nhirng khong d$t dude ket qua. T£t ca nhdng 
gi xay ra sau do 1& cac thanh pho b; bupc phai difa ra nhtfng 
de nghi mpt c&ch hao phong hcfn doi vdi cac d$i bong cua hp. 
Cuoi cung, nSm 1995, St. Louis da thuyet phpc dutfc dpi 
Rams chuyen tur Anaheim ve vdi hp. Bay gid thi Los Angeles 
co den hai san v|n dpng trong khong do hp da de mat dpi 
bong Raiders ve tay Oakland. Khi dpi Colts cua Baltimore ve 
vdi Indianapolis, Baltimore da soi spc de tim kiem dpi thay 
the. Hp cho xSy mpt san v£n dpng mdi trj gia 200 tripu USD 
td tien huy dpng trong dan cu* cung vdi ldi hda ve khoan tien 
tra trirdc 75 tripu USD cho dpi Browns cua Cleveland trtfdc 
khi dpi nay quyet djnh lay nhttng tham co xanh cua 
Baltimore lam ngoi nh& mdi cua minh. Con Cleveland thi 
sao? Tat nhien la d l^i vdi mpt san v£n dpng trong trtfn. 

Ngay cang co nhieu dpi bong thich xd $d nhir nhdng 
ddn vi ttf do. Vdi stf quyen ru cua mpt san v$n dpng hipn dai 
trj gia 300 tri$u USD va 28 tripu phi chuygn dja diem, 
Oilers dang muon tdbo Huston de v§ vdi Nashville. Khi do - 
b$n do 4 n dude la gl r$i - san van d$ng cua Huston cung se 
trdng rdng. Dong thdi Bears cua Chicago dang tinh todn de 
chuyen sang Gary, trong khi Bucaneers cua Tampa Bay co 
the se di Orlando. Seahawks cua Seattle dang xem xet vipc 
bo di, va cuoi cung d£n ltrpt Cardinals cua Phoenix I31 cung 
muon ra di them mpt lan nda. 

C6 m$t s6 ldn cac thanh ph6 theo duoi mpt s 6 it hem 
cac dpi bong. D6 la ly do vi sao cac dpi bong c6 th$ m$c ca 
het sdc de dang vdi chinh quyen cac th&nh pho ve vipc sd 
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dyng cac san v$m dpng, Cac d$i b6ng co tat ca quyen lyc 
trong tay, cac thanh pho muon co d$i bong ch&ng co chut 
quyen lyc nao. Ket qua la ngay ca cac thanh pho hi$n dang 
co dpi bong cung khong hoan toan co lyi trong chuy$n nay. 
Nam 1992, ngtfdi ta da ang chdng tong try cap cua cac 
chinh quyen bang va d|a phirong cho chu cac dQi bong len 
den 500 tricu USD moi nam. Do chi mefi la sy b&t dau cua 
cupc canh tranh vi cac dpi bong. 

B&ng each chai theo kieu cua Barry trong tro chai 
Quan bai, NFL da kiem duyc nhieu tien han, tuy nhien hQ 
cung phai tra gia. Bdi vi cac dpi bong trd nen it trung thanh 
han vefi tinh nha, ckc co dpng vien cung it trung thanh vdi 
dpi bong cua hp han. Ve lau dai, dieu nky se bat lyi cho 
NFL. Chung ta se thao lu|n them ve cac ly le xay va chong 
doi vai thj trudng thieu cung trong chu'ang ve Gia tr| gia 
tang d phan sau. 

Bpn hay nhd den tro chai Quan bai moi khi muon hieu 
xem ai Ik ngirdi co quyen lyc trong cupc chai. Chung toi se con 
nh&c den tro chai nay vai Ian ntfa trong cac chu'ang tiep sau. 


1. Gia tr j gia tang 

Trong tro chai Quan bai, chung toi da co the giai thich 
each lam cua minh thong qua cac l|p lu$n xem ai nhpn dtfyc 
gi. Ly thuyet tro chai dtfa ra mpt nguyen ly ca ban de ly giai 
ai nhpn dtfyc gi trong bat ky tinh huong nao, tif tro chai 
Quan bai den tro chai kinh doanh va cuoi ctfng la tro chai 
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cuqc ddi. Chia khoa de hieu dtftfc ai la ngifdi thifc s\t nam 
quyen life trong bat ky tro chai ndo dif<yc gq>i la khdi ni$m 
n gid trj gia tang". 

Gia tri gia tang do ludng cai ma moi ngtfdi chai mang 
den cho tro chai. Day la each djnh nghia de hinh dung han: 
Hay lay kich thude cua chiec banh khi b^n va tat ca nhufng 
ngtfdi khac dang trong cu$c chai; sau do hay xem xet neu 
khong co ban thi nhtfng ngudi con l?i se co the t?o ra chiec 
banh to bao nhieu. Chenh lech giufa kich thtfdc cua hai chiec 
banh se la gia tri gia tang cua chinh b$n. 


Gia tri gia 
t5ng cCia bgn 


(Kich thirdc chide b&nh khi bgn tham 
gia trong tro chai) - (Kich thirdc chide 
bdnh khi bgn dftng ngodi tro chai) 


B$n rat kho co the nh&n dvtgc tuf tro chai nhieu han gi& 
trj gia tang cua ban. Bang trife giac, bgn hieu rang cai bgn 
co the mang ra khdi trd chai bi hgn che b&i cai bgn mang 
vao, ma day lai chinh la gia tri gia tang cua bgn. Neu bgn 
ddi phan l&n han, phan edn lai de chia giu’a nhvtng ngitcri 
khac se nho han chiec banh hg co the tgo ra ma. khong co 
bgn. Chang co cd gi hg l$i phai dong y nha v&y. H9 co the 
nh$n dtrqfc nhieu han bSng each gift l$i tro chai gitfa ho vdi 
nhau va bo b$n ra ngoai cuqc. Chinh vl v&y, dung hy vpng 
rSng b^n se nh&n dirgfc nhieu han gid tq gia tang ciia b$n. 

Hay quay trd lai tro chai Quan b&i v& xem xet no dudi 
lang kinh cua gi& trj gia t&ng. Trade hft, hay xem trd chai 
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cua Adam vdi 26 quan bai den. Neb khong co Adam va cac 
quan bai cua ong thi cung khong co tro choi. Nhu 1 vay, gia 
trj gia tang cua Adam chinh la toan bp gia trj cua tro chcfi - 
2.600 USD. M6i sinh vien se co gia trj gia tSng la 100 USD 
bdi vi neu khong co quan bai tren tay inoi ngtfdi thi se co 
mpt c$p bai khong the khdp dude va do vay se mat 100 
USD. Do do, tong gia trj gia tang la 5.200 USD - vdi 2.600 
USD tu* Adam va 100 USD tit m6i sinh vien trong so 26 
ngudi do. Do doi xurng nen moi ngirdi se co kha nSng nhjn 
ve mpt nda gia trj gia tang cua minh: Adam se mua m6i 
quan bai do vdi gia 50 USD va se ban moi quan bai den cua 
minh cung vdi gia nhir vay. 

Trong tinh huong cua Barry', gia trj gia tang cho thay 
mpt cau chuypn khac him. Bdi vi bay gid chung ta chi con 23 
quan bai den nen chiec banh da be hern, chi con 2.300 USD. 
Gia trj gia tang cua Barry cung chinh la 2.300 USD. Tuy 
nhien, tac dpng he qua ldn hdn doi vdi cac sinh vien la gid 
day hp da khong con gia trj gia tang. Khong sinh vien nao co 
gia trj gia tang bdi vi se co ba sinh vien khong tim difgrc quan 
bai khdp vdi quan cua minh. Do vay, khong mpt sinh vien 
nao la quan trpng doi vcfi tro chcfi. Tong gia trj cua tro choi 
khi co 26 sinh vien la 2.300 USD va van la ngan do khi chi 
con 25 sinh vien. Barry la ngudi duy nhat co quyen doi chiec 
b£nh. Tin hay khong tuy ban, nhtfng thyc ra ong ta da kha 
h&o phong roi khi de nghj cac sinh vien mdc gia 10 USD hay 
20 USD cho moi quan bai cua hp. 
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Co mQt so sai lam de m&c phai khi ban muon thu danh 
gia gia tri gia tang cua minh. Khi chung toi de nghj mpi ngUofi 
chcfi tro choi Quan bai, chung toi nh$n thay day la nhuhg loi 
ngtfcfi ta rat hay m&c phai. Loi thit nh&t la chi quan sat co 
mQt nita dang th&c . Mqi ngtfcfi deu t^lp trung vao stf vice la 
neu thieu Adam thi tro chcfi se khong con, Hq cam nhan 
dupe cho yeu cua vipc lpa chpn rut lui cua minh nhUng lai 
bo qua lpa chQn rut lui cua Adam. Hp thtfcfng nhanh chong 
dong y ban quan bai, thtfcfng la khong nhieu hefn 20 USD va 
v 3 n nghi ring hp la nguPi may min. Nhtfng nSu chi djt cau 
hoi ban se thipt mat bao nhieu khi thieu Adam thi chtfa du. 
Ban con cin phai tp hoi xem Adam se thipt mat bao nhieu 
neu thi^u ban nufa. Neu khong co ban, Adam se mat khong 
100 USD. Do v$y, lpa chpn rut lui cua Adam thpc tS cung 
khong kha gi hon so vdri ban. Ket qua li Adam co thff tra bat 
ky so tfirn nio (nho hefn 100 USD) de lay quan bii cua ban. 
Do chinh li gia tri gia tang cua ban. Vi$c suy nghi dtfa tren 
ccf $& gia tri gia tdng se giup bgn nhin thay the mgnh 
trong vf tri hi$n tgi cua bgn. 

De tfnh toan gii tri gia ting cua ban, hay tp hoi: Neu 
toi tham gia vao tro chcfi nSy, toi se mang them dupe vao do 
bao nhieu gia trj? Thay vi tap trung v&o mure toi thieu mi 
ban s 5 n long chap nhan, hay ch£c ch&n ring ban con tinh 
den ca vi$c nhifrig ngtfpi khac s<in Idng tra cho ban bao 
nhieu de co ban trong cuqc chcfi. 

Loi thit hai thif&ng thay Id Ian Iqr giu’a gia. tr\ gia 
t&ng cua ca nhan bgn v&i gia tri gia tting l&n hefn cua mQt 
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nhom nhitng ngit&i co cung vj tri giong nhit bQn . Chung 
toi nh$n thay loi nay khi chuyen sang tinh huong cua Barry 
trong tro choi Quan bai. Cac sinh vien da cudng di§u h6a 
ban than. Hq cho ring h q cung co mQt gia tri gia tang nao 
do bcri vl khong co cac sinh vien, Barry cung khong nh£n 
dtfQc gi tuf tro chtfi. Dung la tong gia trj gia tang cua tat ca 
cac sinh vien bing nguyen chiec banh, tdc la 2.300 USD. 
Tuy nhien, dieu do hoan toan khong co nghia la moi sinh 
vien se co the nh$n diTQc mieng banh to hon. Dieu nay chi 
co the xay ra neu tat ca cac sinh vien cung dong long thay 
doi tro chcri bing each lifin ket vdri nhau vi hanh dpng nhif 
mQt ngirdi chcri duy nhat. Lam nhtf v§y chic chin la vi 
quyen lQi chung cua hQ. (Do se la chien ltfQc thay doi ngtfcfi 
choi - doi tirpng cua chifcmg ve Ngtfciri chcri cf ph'an sau cuon 
sach nay.) Chdng nio hQ edn chdi vdi ttf each rieng re thi se 
co m§t cuqc c$nh tranh gitfa hQ vdi nhau d? dtfQC lim vi§c 
vdi Barry. Trong trudng hQp niy mdc gii hQ nh§n du*QC se 
la gia trj gia tang cua tufng sinh vien rieng le va gia trj nay la 
bing khong. Do chinh la ly do vi sao nhffng sinh vien nh§n 
20 USD trong tinh huong vdi Barry trong tro chOi Quan bai 
qua thtfc la da gap may. 

Hay thd v§n dyng y ttfdng cuoi cung n&y vao cuqc song. 
Gia trj gia tang cua nhitng chiec xe hoi la rat ldn: Chung ta 
khong the nao hinh dung dupe cuqc s6ng n£u thigii chung. 
Tuy nhien, lieu c6 phai hang Ford cung c6 mQt gii trj gia ting 
ldn ngang nhtfvay? Khong phai. Neu bo Ford ra, chung ta vin 
con GM, Chrysler, Toyota, Nissan va nhieu hang san xuat xe 
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htfi khac. Cai ma chung ta se khong co nda la nhan higu Ford 
Explorer hay Ford Mustang. Cam nhgn ve gia trj gia tang ciia 
Ford do vay la han che hcfn nhietr - va gia trj gia tSng bua no 
cung hgn che nhu* vgy. 

Gia trj gia tang cua b^n la bao nhieu? 

Ngtfdi ta luon luon thich tim each ap dung ngay nhftng 
ly thuyet mdi vao cugc song hang ngay. Chang han bay gid 
ban co the t\f hoi: Cai gi lam non gia trj gia tang ciia chinh 
minh? Tuy nhien, hay biet rang giai tri vdi cau hoi nay se 
khong de chju lam. Ban phai thay du^c trude the gidi se ra 
sao khi thieu ban. Bieu nay con t§ hern la dQC cao pho cho 
chinh ban than minh. No giong nhu* dgc mgt td bao sau khi 
b$n qua ddi mpt nam va nhin xem the gidi da xoay xd ra sao 
khi khong co ban. 

Tren thgc te, nhieu ngudi da rat co g&ng giau gia trj 
gia tang ciia minh. Chung ta deu biet co nhieu ngirdi tdchoi 
khong chiu ddng cong vige va di nghi phep. Hq ttf noi vdi 
chinh ban than - va vdi bSl ky ai nghe hg - rang dtfdng nhu* 
neu hq bo di thi Trai dat se ngufng quay ngay lap tdc. Neu 
qua thgc nhu* v$y thi co nghla la gia trj gia tang ciia hg rat 
ldn. Tuy nhien, the gidi se van luon luon quay. De chting 
minh dirge r&ng thy*c sg nhimg ngirdi nay khong phai la 
nhffng ngirdi khong the thay the co the se la rat mao hiem. 
Do v$y, hg van cur tiep tuc lam vige. 
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Nhin lai va xem gia tri gia tang ciia ban da la bao nhieu 
trong mpt so tinh huong da xay ra cung la vo ich. Dieu nay 
cung giong nhir hinh dung xem the gidi se ra sao khi b$n hoan 
toan khong ton tgi. Do chinh la nhtfng gi Jimmy Stewart da 
lam trong bg phim Mgt cuqc dcri tuygt dep. 

Trong cau chuygn cua nam 1946 do Frank Capra lam 
dao dien, Jimmy Stewart dong vai George Bailey, chu ngan 
hang, mgt ngudi chong va mpt ngirbi cha. Anh da lay ngudi 
yeu cung hQC dai hQC vdi minh (Donna Reed) va ve song d 
thi tran que htfcrng la Bedford Falls de dieu hanh cong vigc 
kinh doanh tien do cha anh de l$i. George md ifdc dirge di 
chu du khap the gidi nhirng anh cam thay nhir bi mac bay, 
bj troi huge trong the gidi nho hep cua minh. Vao mQt ngay 
gan le Noel, ong c$u dang tri cua George mang mgt so tien 
den ngan hang de gxii nhirng da danh mat trirdc khi den 
dirge quay thu ngan. Potter, nhan v£t phan dign (Lionel 
Barrymore), mgt c6 dong cua ngan hang tim thay cho tien 
nhirng khong tra lgi cho George. Mat sgch tien nong, George 
sg r&ng bay gid Potter se co dirge cd hgi ma h&n da chd dgi 
td lau la chiem lay ca ngan hang va cung vdi no la ca thj 
tran. George cam thay vo cung that vgng va quyet djnh tg 
ttf. Tuy nhien, Clarence, mgt "thien than cap hai" dang tren 
dirdng di kiem cho minh doi canh da td tren trdi bay xuong 
de cdu George. Clarence cho anh thay the gidi se ra sao khi 
khong co anh. George da nhin thay mgt cugc song am dam 
hdn nhieu tren th£ gidi va hieu r&ng anh co mgt gia trj gia 
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tSng rat IPn. Ttf do, George da bo y djnh chet va k&t eye cua 
bp phim la rat co h§u. 

Chung ta se con lam lai thtf nghi^m cua George Bailey 
rat nhieu Tan trong cuon sach nay, theo ca hai huftng vb qu£ 
khtf va tuong lai. Chung ta se hoi xem so phan cua nhtfng 
ngtftfi choi con lai co khac di khong neu mpt trong so hg 
khong choi. Do la thilr nghigm di ngtfpc lai thefi gian. Chung 
ta cung se xem ca nhtfng thtf nghigm di tnrtfc ttfi tuong lai: 
v$n may trong ttfOng lai cua nhtfng ngtfpi choi con lai se ra 
sao ho£c tro choi se bj anh htftfng thS n&o khi mpt ngtfdi 
trong so hp bo cupc. 

George Bailey con nghi ngd ve gia tri gia t 3 ng cua 
minh. Tuy nhien, gia tri gia tang cua Stewart thi da ch&c 
ch&n. Neu nhu* anh khong tham gia dong phim thi di nhien 
bp phim da trp nen rat khac. 

C6c ngoi sao dign anh dope cong nh$n co mpt gia tri gia 
tang rat lefn. Do la mpt van de doi vPi cac trtfcfng quay da 
kiem dtfpc cac khoan ipi nhuan khong lb ttf cac bp phim 
khong co ngoi sao nhtfng van ctfc ky an khach nhtf Rocky , & 
nha mQt minh, Cuqc phieu htu nguy hiem, Tham tic cho va 
Toe dp. Tuy nhien, van may khong hay lap lai. Nhtfng di§n 
vien vo danh trtfbc day nhtf Sylvester Stallone, Macaulay 
Culkin, Jim Carey, Sandra Bullock - bat dipt tro thanh 
nhtfng sieu sao. Den lan sau, hp se phai dope tra thu lao 
tirong xufng vori gid trj gia tang moi tim thay cua hp. 
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Khi Culkin dtfdc chQn vao vai trong b9 phim 0 nha m$t 
minh, c$u nidi chi la mpt trong s 6 nhtfng di&n vien nhi dang 
khao khat dirpc dong phim. C£u co rat it gia trj gia tang va da 
r£t vui ve dong phim vdi mure thu iao chi khoang 100.000 
USD. <J nha mQt minh da trd th&nh bp phim co doanh thu 
cao thur sau trong Uch sir di£n anh v& hang phim 20 th Century- 
Fox da thu dude khoan lgri nhu^n la 286 trieu USD chi rieng d 
nude My. Tat nhien se co cac ph 3 n tiep theo cua bp phim 
dude dvmg. Nhimg lan nay Macaulay da co gia trj gia tang 
cua minh. Doi vdi khan gia xem phim, c§u be Macaulay 
Culkin chinh la Kevin McCallister. Trudng quay khong the 
ch<?n mot gtftfng m§t mdi, tham chi cung khong the tim mot 
ngoi sao nhi khac. VI v$y, trong phim & nhd mQt minh phan 
2 co ten Bj Iqc & New York , Macaulay da nh£n thu lao 5 trieu 
USD, cong them 5% doanh thu trong nirdc cua bo phim. 
Phan 2 cua bo phim da thu ve 174 tri^u USD va lam tang gia 
trj tam sec danh cho Macaulay them 8,7 trieu USD nda. Dfeu 
nay da giup c|u trd thanh ngirdi tre nhat trong so 40 dien 
vien co thu nhap cao nhat cua Hollywood. 

Hang phim Disney co mpt cay dua than de t$o ra nhufng 
ngoi sao khong lay thu lao. Cac bo phim ho$t hinh mdi nhat 
nhtf Nang tien ca, Ngitdi d?p t>d Qudi vgt, Aladin, Vua sit tit 
va Poncahotas la mot vai trong so cac phim lai nhat tuf trtfdc 
d£n nay. Khong co ngoi sao nao dong vai d day, chi c6 nhtfng 
hoa si ve tranh hoat hinh. Cac hoa si nay khong the doi hoi 
phan ldn hern cua chiec b£nh bdi vi mdi ngudi rieng re trong 
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so I19 khong the mang lai nhi'eu gia tri gia tang. Luon co 
nhieu hpa si cung lam vipc vcri m6i nhan v£t va khong ai la 
khong the thay the. Vi vay, Disney da gift chiec banh l$i cho 
minh. Ngay nay, tro chOi phim hoat hinh da thay doi m$t 
each chong m§t. Gia trj gia tang cua cac hpa si ve tranh ho$t 
hinh dang tang len bdi vi hang Dreamworks SKG vdi nhfrng 
ten tuoi nhir Steven Spielberg, Jeff Katzenberrg, David Geffen 
dang canh tranh tren thj tnrbng ho^t hinh cung vdi Disney. 
Tuy v£y, thanh cong bat ngd gan day nhat cua Disney la bp 
phim Cau chuy$n do chcri da thay the cac hpa si ve nhan v£t 
bang ky thugt do hpa tren may vi tinh. 

2. Cac quy tac 

Trong tro choi Quan bai, khong co mpt ccr cau cp the 
nao cho cac cupc thtfOng lupng. Adam co th£ chao mua quan 
bai tur bat ky sinh vien nao, theo bat ky thuT tp nao va cac sinh 
vien cung co the chao mua ngirpc lpi bat ky khi n&o hp cho 1& 
dung lue. Neil Adam va mpt sinh vien khong thoa thu£n dtfpc 
ngay lpp tufc thi sinh vien do van co the hy vpng Adam se 
quay lpi de dam phan tiep. Khong co mpt thofi h?in nao cho 
cac cupc thutrng ltfpng. 

Mpt so cupc thtfdng litpng la ttf do khong theo mpt 
hinh thde nao, tuy nhien mpt so khac lgi co cac quy t&c. 
Trong kinh doanh, bpn co the phai d$t cung mpt mure gia cho 
mpi khach hang. Neu nhir v£y, do co the coi la mpt quy tSc. 
Ho$c bpn co the co mpt dieu khoan dp phong ve ”quyen xem 
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xet l$i Ian cuoi" cho phep byn lya chpn gitf lyi khach hang cua 
byn vdi dieu kipn byn dap ting duyc theo mtifc cua bat ky gia 
bo thau cynh tranh nao. Day co the la m$t quy t&c khac cua 
tro chdi. Khi cac sieu thj dinh gia vao hang hoa cua minh, 
dieu do co nghia la hp da de khach hang ty quyet dinh lay- 
hay-bo-di ma khong can myc ca. Do 1 yi la mpt quy tac nfta. 
Thyc te, day la quy tSc cua tat ca cac doanh nghipp ban le. 
Khong nhutig ngtfbi ban cong bo gia ban, doi khi ngiXdi mua 
cung lam nhif vyy. Klii mpt ngifori six dung lao dpng dy dinh 
mua dich vy tuT ai do (ngiTcri lam cong), hp thtfcrng xac dinh ro 
cac dieu kiyn va mufc liXdng cho cong vipc va hau nhtf khong 
the dam phan lyi de thay doi cac dieu kipn do. 

Co rat nhieu quy tac de dieu tiet cac cupc thircfng liXpng 
trong kinh doanh. Cac quy tac nay co the lay tir thong ly, hyp 
dong hay cac dieu luyt. Cung giong nhu* gia trj gia tang, cac 
quy t&c \h mpt yeii to quan trpng co the giup mang lyi quyen 
lyc trong cupc chofi. 

De thay cac quy t&c co the lam thay doi tro chtfi nhif the 
nao, chung ta hay quay lyi vcfi tro chtfi Quan bai va them vao 
do mpt quy t 4 c dtfn gian: Chi co Adam duyc quyen ra gia. 
Cung nhu* trtfcrc, mQt quan bai den va mpt quan bai do cung 
cap trj gia 100 USD. Adam co 26 quan bai den, con 26 sinh 
vien, moi ngtfdi co mpt quan bai do. Nhung bay gib, day se la 
cupc thtftfng luyng an ngay - kieu: lay-ho§c-bd - hay tro chcfi 
"toi hyu thif" neu ban muon gpi nhir vyy. N§u byn la mpt 
trong so cac sinh vien, byn co the chap nhyn hay tOr choi de 
nghi cua Adam. Neu chap nhyn, vy mua ban nhir vyy la da 
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xong. Neu tu 1 choi, tro chcfi se ket thuc ngay. Ban khong the 
dira ra mere gia cua ban, cung nhtf Adam se khong quay igi 
chao mure gi£ tot hern. Ho£c vipc mua ban dtfpc th\Tc hipn, 
ho§c ban se mat han co’ hpi do. Adam ehi co m$t ctf hpi doi 
vefi m 5 i sinh viSn v& ngtfpc lai. 

Tat ca deu nam trong cac quan bai - mpt vy giao djeh 
mci. Lan nay, hay hinh dung ban cf vj tri cua Adam. Ban se 
chao mfre gia bao nhieu de mua quan bai cua cac sinh vien? 
Ban co chia banh thanh hai mieng bang nhau khong? Hay ban 
nghl co the lay dupe nhieu htfn? Noi each khac, lipu ban co 
may man khong neu lam nhtfvay? 

Khi chung toi chcfi tro ,T toi h$u thif" noi tren trong ldp, 
cac ket qua deu nhat quan mpt each ro ret. Chung toi de nghj 
mgt ngtfofi dong vai Adam. Trong cupc thtfcfng ltfpng dau ti£n, 
ngufri dong Adam da chao ngay mure gia pho bi£n la 50 USD 
v& gia do dirpe chap nhyn. Hai ben chia nhau 100 USD va cupc 
thtfcfng lupng thur nhat ket thuc. 

K?t qua nay khong co gi ngac nhien. Tap quan xa hpi v£ 
chia deu t£m banh la rat manh. Bat ky each nao kh6c cung se 
khong cong bSng. Chao mure it hem 50 USD se 1 & khong cong 
bang doi vefi ngtfcfi sinh vien, con neu dtfa nhieu horn 50 USD 
thi se lai la khong cong bang doi vefi Adam. 

Co mpt stf can nh£c khac nfra & day. Neu Adam chao gia 
thap htfn 50 USD, ong ta co the bj ttif ch6'i va ch£ng nhan dtfpc 
gi ca. Nhtf vay ngtfcfi sinh vien co quyen cf cho anh/chj ta se 
quyft djnh xem co de cho Adam nhan bat ky $5 tien nao hay 
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khong. V6i mQt sinh vien a vj thg manh nhtf v§y, se la ngu 
ngoc doi vcri Adam neu ong ta doi qua nhieu tOf chiec banh. 

Tuy nhien, do mcri chi la mQt nura birc tranh. Ngircri sinh 
vien cung se khong nh$n dtfQc gi neu tu* choi leri chao mua cua 
Adam. Bieu nay co ve se d£t ngtfdi sinh vien vao mQt vj tri yeu 
hern. Vay thi cuoi cung se 1 k the nao? VJ the cua ngtfcri sinh 
vien la mgnh hay yeu? Quyen se n&m trong tay ngtfcri chao gia 
hay ngircri chap nh§n hoJc tuf ch6'i? 

DS tim hie’u dieu nay, chung toi da de nghj nghi mQt 
chut sau khi cuqc thtftfng lUCfng thur nhat ket thuc va phong 
vS'n nhifrig ngircri chcri. De giup ngtfdi chcri trong vai Adam biet 
dtfQc trign VQng cua ben doi tac, chung toi cho phep anh ta 
dtfQC ban b^c vcri ngircri sinh vien thur nhat ma anh ta vfta cung 
mjc ca tnfcrc khi chao gia vcri ngircri sinh vien thuf hai. 

Dieu thurdng thay 1 £ ngtfcri sinh vien thijT nhat do se 
khuyen Adam nen to ra ch$t che hern. Ngtfdi sinh vien d6 thtfc 
ra da san sang chap nh£n mile gia th§'p horn 50 USD, co le 
th$m chi thap den mure 5 USD. Do v|y, trong cuqc thtftfng 
ltfQng thijf hai, Adam da de nghj chia 90/10, vdi phan 90 USD 
thu$c ve Adam. Dung 1 & neu ngircri sinh vien noi kh6ng, Adam 
se chang dtfQc ti lQi nao, xk ngircri sinh vien kia cung v£y. Neu 
ngtfcri sinh vien chu trQng vao tien, khi do anh/chj ta se chon 
10 USD vi nhtf v£y con tot hon khong gi ca, con Adam thi dtfQc 
90 USD trong Tan nay. Vi£c lay y kien bang each gicr tay da cho 
thay phan lorn moi ngtfdi - den 95% so ngtfdi dtfQc hoi deu se 
chap nh|n mure gia 10 USD. Va 95% cua 90 USD di nhien la 
nhigu hern 50 USD co bao dam. 
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De phan tich tro choi nay, hay suy nghi tren quan diem 
cua ngUdi sinh vien. Ban co the thay rang ngubi sinh vien se 
chap nh$n bat ky mufc gia chao nao mien sao hp nhjn dupe 
mot so tien nao do. Quy tSc lay-hay-bo-di da trao toan bp 
quyen cho ngufcri chao gia va khong de lpi mpt chut quyen nao 
cho ngtfcri chap nhan hay tOf choi de nghi do. 6 vj tri cua 
Adam, ban co the nhan dupe nhieu hern 50 USD cho moi quan 
bai neii bpn biet choi dung. 

Tat nhien, ddng day sp may man cua b$n di qua xa. 
Neu b^n chi chao gia 1 xu, hay th&m chi 1 USD, ngtfcri sinh 
vien kia co the se tP choi vi si dipn. Ban can phai chao mpt 
mtife gia ma bpn cho rang doi phifong se suy nghi va quyet 
dinh r£ng nhu vay con tot hOn la khong co gi. Kinh nghipm 
cho thay neu chiec banh la 100 USD thi de nghi mure 80/20 
la rat an toan, thpm chi 90/10 cung la hpp ly. Tuy nhien, 
khong nen de nghi den mPc 99/1. 

Trong van "toi h§u thu” cua tro chcri Quan bai, chung ta 
l^i nipt I$n nPa co the bipn hp cho each lam cua minh thong 
qua vipc xet xem ai nh§n dupe bao nhieu. Nguyen tSc chung 1 & 
doi vbi moi mpt hanh dpng deu keo theo m$t phan ling d6i vdi 
hanh dpng do. Trong v$t ly hpc, do chinh la djnh lu$t chuyen 
dpng thP ba cua Nekton. Dieu nay cung dung vdi tro chcri - 
tuy nhien co mpt sp kh£c bipt lbn. Theo djnh lu|t thP ba cua 
Newton thi phan lpc se dung being lpc tac dung; con trong tro 
chcfi thi dieu nay khong nhat thiet nhu v§y. Cac phan Png 
khong dupe l$p trinh tP trUcfc. 
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De doan trirdc cac phan utig cua nhutig ngtfdi choi khac 
doi vcri d$ng thai cua ban, bon phai dot minh vao vj tri cua ho 
de hinh dung xem ho se co the chcri nhir the nao. Bon hay di 
trifdc tro chcri va sau do quay ngvrqc loi de tim nguyen nhan 
xem dong thai ban dau nao da dan dAt bon den cho bon muon 
ket thuc. Nguyen tac nay ap dyng cho moi tro chdi vdi mpt 
day cy the cac dong thai va cac phan utig co the co cua chung. 

Day chinh la nhutig gi chung ta l&m trong van bai toi hou 
thu 1 cua tro chcri Quan bai. Cac quy t&c rat dcrn gian: Adam 
chao gia, cac sinh vien hooc chap nhyn, hooc bo di. Nhtf vgy la 
se chi co mgt phan utig xay ra: ho$c do la chap nhyn, hooc se 
la bo di (tijr choi). Myc du nhir vyy nhimg cac an y trong quy 
t^c nay van chira th$t ro rang, minh bych. Vcri nhutig quy tac 
phirc top hem thi cac an y con kho gd ra hern ntfa. Trong 
chtftfng ve Quy t£c, chung ta se phan tich cac tac d$ng cua 
nhieu quy tac pho bien trong kinh doanh - chOng hyn nhu toi 
hu§ khach, khdp gia theo canh tranh, cac hop dong mua-ho§c- 
tra-tien, va nhieu quy tac khac - de thay cac quy tac nay co the 
lam thay doi eye di£n can bang ve quyen ltfc trong tro choi 
nhu* the nao. 

3. Cam nh^n 

Nhutig ngudi khac nhau nhin nhon the gio’i theo cac 
each khac nhau. Cling nhir gia tri gia tang va cac quy t&c, cam 
nhyn cua ngtfcfi chcri la mot yeu to quan trong trong tro chcri. 
Cach ma ngirdi choi cam nhan ve trd choi anh hirOng rat 
monh den cac dqng thai cua ho* 
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Nhtf vay, bat ky mo ta nao ve tro chcri cung phai co 
cam nhan cua ngifdi chtfi ve tro chtfi - th$m chi la cam nh§n 
ve cam nhan cua nhulig ngufri khac, hay cam nhan cua ngtfdi 
khac ve cam nhan cua ban ve tro chcfi. Khong bao gid co 
chuygn tro chcfi l$i tach rdi khoi each ma ngtfdi chofi cam 
nhan ve no. 

Cac cam nhan dac bift quan trQng trong cac cuqc thtferng 
lugng. Chung ta se cung xem xet mgt van de thirong ltftfng de 
chia chiec banh thugc loai kinh dien sau day. 


Bau sung kieu Texas 

Khi hai doi tac thanh lap mgt doanh nghigp hay mpt 
cong ty lien doanh, hg thirdng phai dira ra mgt quy dinh neu 
ro se phai lam gi neu mgt trong hai ben muon ket thiic quan 
hg vefi nhau. Co mgt quy tac chung cho tru’dng hgp nay dtfpc 
ggi la Dau sung kieu Texas. Ben nao khong hai long se dira ra 
mure gia. Ben kia khi do hoac se mua l^i phan cua ben thef 
nhat, hoac ban ph'in cua minh vdi cung mure gia noi tren. Neu 
nhir ban thach dau, dau la cai gia ban chgn? 

Hau het mgi ngifdi deu nghi rang tot nhat la dua ra mxtc 
gia ma mua lai hay ban lgi deu cam thay hai long nhir nhau. 
Neu ban djnh gia lien doanh cua minh la 100 trigu USD, khi 
do ban se dira ra mure gia 50 trigu USD. Ban khong biet ben 
kia se lam gi nhu*ng bang c6ch nay ban bao dam rang luc nao 
ban cung nhan dugc mgt nda chiec banh. 

Thgc te la ban co the nhan dirge nhieu hon the. De xem 
dieu do co the thgc hign dirge nhir the nao, chung ta hay edng 
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di dirdng vong de nghien curu mpt tro chai co ten "Toi c&t, b?n 
chon" - cung la mpt kieu "d£u sung" nhifng la tro choi cua tre 
con. Hai dufa tre muon chia mpt chiec banh trutig difctag vcfi 
chanh va du“a nao cung mud'n phan htfn. Quy t£c co dien d day 
la de mpt du*a cat chiec banh va dura kia thi chpn lgy mpt trong 
hai mieng da cat. 

Dura tre thur hai la dura chpn banh, phai cam thay hai long 
vcri mieng banh no chpn it nhat la b 4 ng dura cSt banh, bcri vi no 
dtfpc quyen ltfa chpn. Dura thur nhat cat banh, biet nhir v$y va 
no hieu r&ng no khong the lay mieng to hern mpt nuTa chiec 
banh. Neu no chia chiec banh theo ty lp 60/40, difa thur hai se 
lay ngay mieng to horn va de 1 ai cho no mieng be. Do v|y, t 5 't 
nhat la diia thvir nhat c&t deu chiec banh lam doi. 

Tuy nhi£n, each phan tich nhur v$y qua ddn gian. N6 da 
gia d;nh tur trtfcrc r£ng each hai dtra tre nhin nh$n chi£c banh 
la giong nhau. Gia sir theo each khac, r&ng dura thu* hai thich 
an phan xung quanh banh hern la ph 3 n d giura, va dura thu* nhat 
biet nhu* vpy. Neu day la truftng hpp nay thi lipu du*a thur nhat 
se chia b&nh nhir the nao? No co the c£t mpt nhat chinh giufo, 
nhir ben trai hinh ve du*cfi. Tuy nhien, no se ditpc nhieu hern 
neu no cSt theo hinh ben phai. Mieng banh nam tren se to 
hern, tuy nhien mieng n&m dtferi l$i co nhieu phan ri£m banh 
hern va do vpy se 16 i keo dura thur hai chpn no va de lpi mieng to 
hern cho duTa thur nhat. 

Bay gicr hay ap d\mg bai hpc nay vao quy tac Dau sung 
kieu Texas. Dieu quan trpng khong phai 1 £ bpn danh gia lien 
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doanh nhir the nao ma la doi tac ben kia danh gia no nhir the 
nao. Mgt chien lirpc dung dan se dy*a tren danh gi£ mang tinh 
cam nh§n cua ban ve danh gia mang tinh cam nhau cua doi 
tic ben kia ve chiec banh. 

Gia sir ring ban danh gia lien doanh cua minh la too 
tripu USD va bgn biet rang doi tac cua ban chi danh gia no 
bang 60 tripu USD. Khi do chien lirpc dung dan se la tim 
xem dau la mufc gia ma doi tac cua ban se hai long nhtf nhau 
khi mua cung nhir khi ban va cho anh ta mgt chut d$ng ctf 
de lya chpn theo each ma ban muon. Neu ban difa ra mire 
gia 50 tripu USD thi doi vdi ban, anh ta mua hay tan cung 
nhir nhau. Nhirtig doi vcfi anh ta thi anh ta se muon ban cho 
ban theo mute gia d6 hem rat nhieu so veri vipc tra them 50 
trigu USD de nhan dtf<?c mpt ctf ngtfi theo anh ta chi dang 
gia 60 tripu. Do vay, tot nhat la ban dtfa ra mire gia 31 tripu. 
Luc nay thi anh ta se khong qua vui mirtig nhuYig cung vita 
du de ltfa chpn ban cho ban chiV khong mua lgi. Khi do, ban 
se mua dirge lien doanh vdi mite gia chi 31 tripu thay vi 50 
tripu. Neu ban muon doi tac cua ban quyet djnh nhanh hern 
thi hay dat mite gia 35 tripu USD - du sao thi ban cung van 
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Li$u co phai hop ly khong neu dat gia thiet la ban biet 
difgfc gia tr; cua lien doanh doi vcfi doi tac cua minh? Di nhien 
ban kho co th£ biet chinh xac, tuy nhien thtfcrng thi ban co the 
co mgt y ttfcrng kha gan vcfi th\fc te. Hay nhd r&ng ban va doi 
tac cua ban da ttog lam vice vdi nhau, vi v|y ban co co hgi 
hieu dirtfc doi tac cua ban danh gia ve lien doanh nhtf the nao. 
Tham chi ban va doi tac da co the tranh luan ve gia Xr\ cua lien 
doanh mpt luc nao do. Trong trtfdng hop khi chung toi giup 
mgt cong ty btog quy t£c Dau sung kieu Texas, nguyen nhan 
dan den si/ do vd chinh la bat dong v? gia tri cua doanh 
nghipp. Khach hang cua chung toi muon dau tif them nhimg 
doi tac cua hp it lac quan hern ve ttfomg lai cua doanh nghipp 
va khong muon bo them tien vao do. Chung t6i tin tufcfng vao 
danh gia cua minh ve gia trj ma doi tac kia nhin nhan doanh 
nghipp va da lya chpn gia tirong tog de "dau sung 11 . 

Vay neu ban a trong tinh huong £>ati sung kieu Texas v£ 
ban khong co dtfdc y tirdng nao hop ly ve gia trj cam nhan cua 
doi tac cua ban ve doanh nghipp thi sao? Trong tnrdng hpp 
nay thi/c te la ban khong the do&n tru’dc dtfqc deft t£c cua minh 
se l£m gi. Ban co the quay trd lai each tiep can ban dau: neu 
ban danh gia doanh nghipp cua minh la 100 tri£u USD, hay 
dat mere gia 50 trieu va bao dam rang luc nao ban cung nhan 
dirpc so tien do bat ke doi tac cua ban mua hay ban. Tuy nhien 
co mot si/ ltfa chon khac de ban can nh^c. Hay khuyen khich 
doi tac cua ban ”b 3 n" tnfdc. Bang each nay ban se dupe quyen 
li/a chon mua ho$c ban. Neu doi tac cua ban dira mure gia dudi 
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50 trigu, b$n se mua; cao hern thi ban. Cach nao di ntfa thi ban 
cung dugc lgi. Neu doi tac cua ban du*a ra mure gia dung 50 
trigu thi ban cung khong thigt htfn so veri khi chinh ban d§t gia 
d mut gia do. Nhir vay trong tnTcfng hop neu ban khong chac 
chan vao nhan dinh cua minh ve danh gia cua doi tac cua ban 
thi hay co gdng de la ngudi "ban" sau. Ban se khong thigt hdn 
rna chi co kha nang co lgi horn. Trong quy tac Dau sung kieu 
Texas chien luge dung hoan toan phi,i thupc vao danh gia theo 
cam nhan cua ban. Dieu nay dung trong mqi tro chtfi. Cam 
nhan luon la mot ph'an trong bde tranh tong the. Doi khi 
chung con dong vai tro chinh yeu. 

Bat dong trong ngh£ thugt 

Trong khi dang quay mqt bp phim hanh dgng kinh di 
vdi mot ngan sach rat idn, dao di£n va ngoi sao di§n anh 
nhieu trigu do la da "bat dong vdi nhau ve nghg thuat". Nha 
dao dien bo di, xurdng phim phai tim ngudi thay the. Khong 
co mgt ufng cur vien nao kha di con roi rai va do ke hoach san 
xuat bi dinh trg, xudng phim trd nen hoan toan that vgng. 
Ho sdn sang tra bat cur gia nao de thue dugc dao dien mdi. 

Trong khi do nha viet kjch ban de nghj dirge nhan cong 
vige cua nha dao diln. Anh ta chua bao gid dao dien mgt phim 
lern nao tnrdc day nhimg da tutag dao dien mot so tieu pham 
tren tivi. Dieu quan trqng nhat la ngoi sao di£n vien co ve thich 
anh ta. Xudng phim quyet dinh nhan nha viet kjch ban lam dao 
di£n. Tren thi/c te ho cung ch 3 ng con lya chon nao khac. 
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Nha viet kjch ban khong biet rang xtfcfng phim da rat 
co gang de thue bat ctf dao dicn nao ttfcrng doi co ten tuoi. 
Anh ta dang rat muon dtfgfc chuyen sang lam d^o di£n. Anh 
ta chi dao ngtfcfi d$i di§n cua minh co thoa thuan dtftfc mure 
gia tot nhat ttf phia xtfcfng phim nhtfng khong the de mat 
cong vi£c nay chi vi mure thu lao. Neu bj ep qua, nha viet kich 
ban sin sang lam vi£c khong cong. 

Ngtfcfi d^i di§n da ra bai.trtfcfc. Anh ta noi ring khach 
hang cua minh muon cong vice do vcfi gia 300.000 USD. 
Luat stf cua xtfcfng phim dtfgrc chi d^o dtfa ra mtfc gia ban 
dau la 750.000 USD va dtftfc phep nang len den 2 tri£u 
USD. Anh ta da rat ng$c nhien khi ngtfcfi d$i di£n kia dtfa ra 
mtfc gia qua thap nhtf v§y nhtfng van khong de 1$ quan bai 
cua minh. M$c du lu§t sir co the da rat vui mufng dong y 
ngay vefi mure gia 300.000 USD nhtfng anh ta khong muon 
ngtfcfi d$i di£n kia nh£n ra ring da doi qua thap va vi the 
mat vui. Do v£y, anh ta bit dau m£c ca vefi gia 200.000 
USD va sau vai lan them qua beft I31, hai ben da dong y vtfi 
mtfc gia 250.000 USD. 

Ngifafi d?i di£n ri't hai long vi da giinh dtftfc cong vi$c 
d^o dien cho khach hang cua minh vdi mure thu lao ttftfng 
doi gin vdi mure dtfa ra ban dau. Anh ta khong co y ni§m gi 
ve so tien anh ta da de l$i tren ban chtfi. Con lu$t stf cua 
Atfdng phim thong bao ring anh ta da tiet ki$m cho than 
; hu dirqc ntfa tri£u do la. Nhtf vgy co phai li tat ca mQi 
ngtfcfi deu hai long? 
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Khong han. Ong Giam doc xtfdng phim cam thay hai 
long vi bp phim lpi dupe tiep tuc quay nhung khi ngirdi ta noi 
vori ong ta ve mdc thu lao it oi ma nha viet kich ban se nhan 
dupe thi ong ta cam thay kho chju. Ong ta biet rang mpt khi 
diPn vien ngoi sao phat hipn ra rang ong ta tra lucrng thap cho 
ngUdi dao dien thay the, diln vien do se phan ufng lyi vi cho 
rang co ta phai lam vipc vdi nhtfng tai nang hang hai. Vi the, 
ong ta da ra ipnh tang thu lao cho dyo dien len 750.000 USD 
va ong ta cung quyet djnh ring luyt sU se khong dupe phep 
thuong thao nhtfng vy vipc kieu nhu vyy trong ttftfng lai. Khi 
ngtfdi viet kich ban biet ve mtfc thu lao mdi cua minh dtfpng 
nhien anh ta cam thay rat vui stfdng; tuy nhien anh ta cung 
quyet djnh sa thai ngtfdi dyi di£n cua minh vi cho rang anh ta 
thieu nang lyc. 

Cau chuypn co mpt ket eye tot dpp doi vdi di£n vien 
ngoi sao, vdi nha san xuat va nha viet kich ban. Con doi vdi 
ngtfdi dyi dipn va vi luyt sU thi khong. 

Vyy thi ngtfdi dpi dipn va \ r i luyt sU kia da sai d cho 
nao? Ngtfdi dpi di£n da khong nhin nhyn tro choi theo quan 
diem cua xUdng phim. Anh ta chi dya vao vj the ciia khach 
hang cua minh de ra gia va khong xet xem ve phia xUdng 
phim hp mong muon co dupe dyo dien mdi den chtfng nao. 
Anh ta co the kha hern neu de luyt sU cua xUdng phim ra gia 
trirdc. Con ngurdi luyt sU kia da lam dung d mpt so diem, tuy 
nhien do chi la diem nho. Anh ta da de cho ngUdi dyi dien 
cam thay rang ngUdi do da lam het kha nang de thtfcfng 
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lifting. Sai lam cua luat sir la anh ta khong nhan biet dupe 
cuqc chtfi ldn hern. Anh ta chi nghl rang day la tro chcri gitfa 
xudng phim va nha viet kjch ban. .Anh ta da quen mat ngoi 
sao dipn anh va khong hieu dirqc co ta sc cam thay nhu 1 the 
nao khi co mpt dao dien "ha gia" nhtfvay. 

Trong chutfng ve Chien thugt , chung ta se con noi 
nhieu htfn nua ve vai tro cua su* cam nhan. Chung ta se biet 
tor bao New York Post cua Rupert Murdoch da lam the nao 
de thay doi cam nhan sai lam cua doi thu va ngan ch?n dutfc 
mot cuqc chien tranh gia ca. Chung toi cung se giai thich 
chicc duoi cong co y nghTa gi vcri nhulng cam nhan va bai h qc 
rut ra cho chien lirqc kinh doanh. 

Cau chuypn ve bat dong trong nghp thuat dtfa chung ta 
don vdi mang lcrn nhat trong bd'c tranh ve cac tro chcri ma 
chung ta dang dan dan khdp lai: do la pham vi cua tro chtfi. 
Do chinh la dieu ma vi luat sif cua xuting phim da quen mat. 

Cac ranh gicri 

Cho den gift chung toi da gidi thi^u cac khai nigm ve 
gia tri gia tang, ve quy tac va ve sir cam nh§n. Van con mgt 
yeu to ntfa trong mdi tro chcri: do la pham vi cua cuqc chtfi. 

Vc nguyen tSc, cac tro chcri khong co mQt ranh gicri nao 
ca. Luon co m$t cuqc chcri 16 n xuyen qua toan b$ khong gian, 
thdi gian, qua cac the h£ khac nhau. Tuy nhien, do chi la vc 
nguyen tac. M$t tro chcri khong co gicri han nao thi vi$c phan 
tich se ctfc ky pliurc tap. Tren there to, ngtfcri ta ti/ve ra nhuaig 
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gidi hyn trong oc de giup hp phan tich the giofi. Hp tudng 
ttfpng r&ng 6 do co rat nhieu cupc chcri rieng re. 

Cd la mpt vl dy dien hinh d day. Khong ai co the hinh 
dung ra no mpt each toan bp, vi vyy ngifdi ta thirdng tudng 
tudng rSng chcri cd bao gom bat dau chcri, dang trong cupc 
choi va het cd. Kinh doanh khong kern phan phut tap so vdi 
cd, vi vay trong kinh doanh cung co nhdng hiT cau. Ngifdi ta 
vSn thtfdng hay noi den nen kinh te quoc dan hay nganh 
cong nghipp nhif the do da la nhufng bufc tranh tong th£ hoan 
chinh. Tat nhien ai cung biet do chi la sy hu 1 cau. Tren thyte 
te, cac nen kinh te tren the giofi phy thupc vao nhau rat nhieu 
va cang ngay cang tang len. Va, nhtf chung ta da thao luyn 
trong chuPng tnfdc ve Canh tranh h$p tac , ranh gidi cua cac 
nganh cung phan nhieu la ude lp. 

Vipc phan tich cac tro chpi rieng le mpt each dpc lyp vdi 
nhau se la khong dang tin cyy. Byn co the nham lan vdi cai 
chi la mpt phan trong tro chpi tong the. Moi tro chpi deu co 
moi lien hp vdi nhftng tro chcri khac: tro choi d nPi nay t&c 
dpng den tro chpi a noi khac, tro chcri ngay hom nay anh 
hurdng len tro chpi ngay mai. Van de nam d cho cac ranh giofi 
trong y nghi khong phai la ranh gidi thyc. 

Vipc hang Epson tham gia vao thi trirdng may in laser 
la mpt minh hpa cho thay cai gi co the trd thanh sai khi byn 
lam dung trong mpt tro chdi nho nhifng lyi quen mat tro 
chPi ldn hPn. 



Ly thuyet tro cho-i trong kinh doanh 


103 


Mat lien 

Vao nam 1989 thi trirdng My chia ra ba dong may in de 
ban. May in kirn nam d thj trirdng cap thap, may in laser la 
dong cao cap, con may in phun mtic n&m d phan gitia. Cac 
may in kim chiem tdi 80% tong so may in de ban ban ra, 
trong khi may laser chiem 15%, con may in phun chi chiem 
5%. Gia ban le ph6 bien doi vdi may in kim la 550 USD, may 
in phun la 650 USD trong khi may in laser co gia den 2.200 
USD. Vao then gian do, Epson dang thong tri thi trirdng may 
in kim trong khi HP (Hewlett Packard) dan dau thi trirdng 
danh cho may laser va may in phun. 

Khi xem xet tting thi trirdng rieng le mQt each doc lap 
vdi nhau, Epson cho rang hp da di sai hirdng. Bdi vi may in 
laser co gia cao nhat va ty le ldi nhu$n cung la cao nhat, dong 
thdi thj trirdng cua no I91 dang tang tnrdng nhanh chong. Vi 
vay, thang 8 nam 1989, Epson da tung ra thi trirdng m$t loai 
may in laser mdi vdi gia het stic c$nh tranh la EPL-6000. San 
pham nay khong co gi noi trgi va lai khong mang nhan hi$u 
HP. Sau do chi mpt tuan, HP cung dtfa ra thi trirdng chiec 
may in tutfng dirofng la LaserJet IIP nhting co gia thap hern 
nhieu so vdi EPL-6000. Epson phan ting I31 bang each giam 
gia cua EPL-6000 va cuoi cung da chiem diTdc 5% thi phan 
nganh kinh doanh may in laser tinh den thang 12 nam 1989. 

Do c$nh tranh gia ca trong thi trirdng may in laser het 
stic khoc li£t nen cac doi thii khac trong cuqc choi nhif 
Toshiba cung buQc phai giam gia cac san pham ciia minh, 
Dieu nay da khien ldi nhu$n cua Epson b\ chting lai. Cgnh 
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tranh gia cung khien cho HP bi anh hirbng n$ng trong vi$c 
ban may in phun. HP bat dau chutfng trinh xuc tien ban san 
pham may in phun mot each rao riet nh&m ngan ch§n s^r 
ch§nh loch ve gia giu'a may in phun va may in laser dang ngay 
cang hop lai. 

Epson khi do mdi nh$n ra rtog hang nay da danh mat 
doanh so ban may in kim bdi vi gia cua may in phun bay gid 
da giam xuong gan bang veri may in kim. Gia l$i tiep tyc giam 
trong thi trutog may’in kim nhtfng cung khong giam dtfpc 
bao nhieu. Ket qua la mang kinh doanh cot loi cua Epson da 
bi thu hop chi con myt nijra. 

Sai lam cua Epson la gi? Epson da hieu sai ve pham vi 
cua tro chcfi may in. Do xem xet thi truing may in laser ma 
khong tinh den thi trtfdng may in kim nen Epson da khong 
nhan thay rang vioc tham gia thi trirtog may in laser bang 
gia thap co the gay nguy hiem cho hoyt dong kinh doanh 
chinh cua minh la may in kim. Co le Epson da cho rang thj 
trtfdng cao cap cua may in laser khong bao gid co the an vao 
doanh so cua cac loyi may in kim re tien. Epson da quen 
mat moi lien ho giu'a thj truftog may in laser vefi thi trirtog 
may in phun va giu'a thj trirtog may in phun vefi thj trirtog 
may in kim. 

Cau chuyon cua hang Epson cho thay mpt d$ng thai 
trong myt tro choi co the tac dqng den vgn may cua ban 
trong cac tro chcfi khac. Cac moi lien ho giu’a cac tro chtfi co 
the gay tac dyng tang dyt va Epson da khong thay trifdc dtfyc 
phan tog day chuyen ma chinh h9 la ngirdi khdi xutog. Neu 




105 


Ly thuydt tro chai trong kinh doanh 


xet trong mpt ph^m vi hep thi hanh dpng cua Epson co the 
coi la hpp ly, tuy nhien neu nhin rpng hdn thi khong phai. 
Epson da khong nhin ra dupe tro chdi ldn hdn. Epson cung 
khong thay trudc dupe phan umg cua cac doi thu canh tranh 
trUdc nhhng hanh dpng cua hp. Neu nhu Epson sang snot 
hdn, co le hp da chpn ngoi yen ma khong lam gi ca. 

Trong chirdng ve Pham vi, chung ta se con quay l$i vdi 
mpt doi tupng quan trpng d day la moi lien hp gitfa cac tro chdi. 

Hpp ly va vo ly 

NgUdi ta thudng hinh dung rang ly thuyet tro chdi doi 
hoi tat ca nhung ngudi chdi deu phai hanh dpng mpt each co 
ly tri. Tat ca deu muon toi da hoa lpi nhu$n thu dupe. Tat ca 
deu hieu ro ve tro chdi. Khong bao gicr co nhdng cam nh$n 
sai. Nhufng cam xuc nhir tp hao, cong bang, ghen ti, the gi|n, 
cam thu, vj tha, khoan dung khong bao gid xay ra. Tat ca 
nhdng cai do deu rat hay, tuy nhien do khong phai la mpt the 
gidi thpe. Doi vdi ly thuyet tro chdi cung vay. 

Trong nhieu trUdng hpp, ngudi ta dung, ho^c da tftng 
dung. Hien nhien, cac cuon sach giao khoa dang trinh bay 
mpt each nhin ve "con ngudi hanh dpng co ly tri” ma kho co 
the ap d\mg vao the gidi thpc pha trpn phde tap cua kinh 
doanh. Tuy nhien, do la van de cua sach giao khoa. Cac 
nghien epu ly thuyet kinh doanh ban dau cung khong noi 
nhieu den tinh hpp ly va vo ly, nhtfng cac nghien cdu hipn 
nay thi da co. Cac cudn sach giao khoa chi ddn thuan la 
khong dupe cap nh$t dHy du. 
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Cac nha nghien cufu ly thuvet tro chai ban dau co ly do 
de khong quan tam nhieu den si/ vd ly. Ly thuyet tro chai 
bat dau tOf vipc phan tich mpt tro chai ma tong lqi ich la 
blng khong, giong nhir chai bai poker hay danh cd. Trong 
nhumg tro chai nhu* thS nay, neu b^n khong nghi den kha 
nang la doi thu cua b^n se di nhimg nude cd khong hqp ly 
(vo ly) thi cung khong sao. Neu gia six co nha the di chang 
nufa thi tham chi do con la mpt tin tot cho ban. Bat ky dieu 
gi khien cho doi thu cua ban bj thi§t h^i cung se lam cho 
bgn co lqi han, chinh bdi vi tong lgfi ich trong cac tro chai 
nay la bang khong. 

Tuy nhien, tro chai trong kinh doanh rat hiem khi co 
tong Iqi ich dung bang khong nha v£y. Dieu nay co nghia la 
b^in va cac doi thu cua minh co the cung thing ho|c cung 
thua. Khi mqt ngudi chai khac thua co the keo b$m thua theo 
thi bgn se phai quan tam den tinh hqp ly cua ngudi chai do. 
Hay nhcr 1 $i tro chai Quan bai. Cach Adam va cac sinh vien 
chia nhau 100 USD chinh la tro chai co tdng lpi ich blng 
khong: co nghia la neu Adam nh$n difgfc nhieu han thi ngirdi 
sinh vien se nh|n dirt/c it han va nguqc l^i. Tuy nhien, thi/c 
te la ca Adam va cac sinh vien se khong nh$n dtf</c gi ca neu 
nhir hp khong the thoa thu|n dude vipc chia tien se khien cho 
tro chai khong con co tong l</i ich blng khong nu“a. Bat ky 
ngtfdi chai nao, lam thipt cho chinh minh cung se lam thipt 
cho ca ngudi chai khac ntta. Chinh \i v$y, m6i ngudi deu phai 
quan tam den tinh h</p ly cua ngudi kia. 
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The nao la h</p ly va the nao la vo ly? 

Rat d£ boi roi khi tim hiSu tinh hop 1 £ thi/c si/ co 
nghTa la gi. Doi vcri chung toi, no co nghla nhif sau: mpt 
ngtfcri co ly tri (hanh dpng mot each hop ly) neu anh ta se 
lam nhtfng gi tot nhat co the, theo dung c&ch anh ta cam 
nh$n ve tro chcfi (ho$c cam nhpn ve cam nh|n cua ngifcri 
khac) va each anh ta danh gia cac ket qua khac nhau co the 
co doi vcri mpt tro choi. 

Hai ngudi chcfi co the cung la nhufng ngudi co ly tri 
nhtfhg dong thcfl van co nhifng cam nh§n hoan toan khac 
nhau. Mpt ngudi chang hpn co the co thong tin nhieu hern 
ngudi kia. Tuy vpy, vipc ngifdi thijr hai khong biet ngiferi thtjf 
nhat biet nhtfng gi khong c6 nghla la anh ta da hanh dpng 
mpt each khong hpp ly khi nhin nh£n van de khac di so vdi 
ngudi thuf nhat. Si/ khac nhau trong thong tin dan den si/ 
khac nhau trong cam nh£n, thpm chi din den sai lam trong 
cam nh^n. Ngudi ta co the doan sai, nhifng van la ngudi co ly 
tri. Don thuan bdi vi hp van lam het kha nang c6 the vdi 
nhttng gi hp biet. 

Cung nhif vpy, hai ngudi co the cung la nhifng ngudi ly 
tri nhifng l^ii danh gia cung mpt ket qua theo each hoan toan 
khac nhau. Bdi vi con ngudi ta khong phai chi luon nhin vao 
so tien. Hp du</c thuc day bcri nhieu dpng ccr khac nhau - 
long ti/ hao, si/ cong bSng, tinh ghen ty, si/ tdc gi£n, long 
cam thu va tinh vi tha cung nhif rat nhieu dpng co khac. 
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Chung ta co the thay dieu nay trong van "toi hgu thtT cua tro 
choi Quan bai. MQt ngirdi khong nhat thiet la vo ly neu anh 
ta tir choi mQt so tien nho va neu ban la ngirdi chao gia, b$n 
phai nhgn ra dieu nay. Gio hai tay len trdi va tv hoi "Tai sao 
anh ta lai tir choi mQt xu nhi?" se chang giai quyet dirge gi. 

Ngirdi ta thtfdng rat nhanh chong cho r&ng nhVng 
ngirdi khac la vo ly khi hg nhan thay ngirdi kia lam nhtfng 
chuygn ma hg cho la "dien ro”. Trong mgt trirdng hop ma 
chung toi da gap, mgt nha quan ly lau nam da s£n sang sa 
thai mQt nhan vien ban hang "vo ly". Anh ta co suy nghT 
khong giong ai trong vigc co gang lam tang doanh so bang 
each giam gia thap den mdc khong con Igi nhugn de lai. Tv 
anh ta tgo ra mgt cuqc chien gia ca. 

Tuy nhien, nhan vien ban hang do khong phai la khong 
co ly khi lam nhtf valy. Anh ta rat hieu cai gi xac djnh tien 
thiTdng cua minh. Trong khi, tren ly thuyet, anh ta dirge 
nhan thu lao tren co sd ca doanh so lan mute lai chenh lgch, 
anh ta cung biet r£ng khi hoan canh xo day, vige giur cho xi 
nghigp san xuat het cong suat mdi la dieu dang noi nhat. 
Tren thyt te, tien thirdng cua anh ta bay gid phy thugc vao 
vige anh ta co dat hay vVgt mure doanh so chi tieu hay khong 
chur khong phai mufc lai chenh lgch la bao nhieu. Thay vi sa 
thai nhan vien nay, nha quan ly da nhan thay van de tir quan 
diem cua anh ta. Va hg thong tien thirdng da dirge thay dob 
con ngirdi nhan vien ban hang trd thanh mgt ngirdi hoan 
toan khac. 
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Neu chi don thuan sa thai m$t ai do vi ho da hanh dpng 
"vo ly” se la khong sang suot. Tot hern het la co gang de nhin 
the gidi theo con mat cua ca nhutig ngirdi khac. Day la mot 
bai tap ren luypn de md rpng suy nghi. Vipc co g 3 ng tim hieu 
xem dieu gi la dong ccf thuc day nhtfng ngirdi khac, dieu gi da 
dan dat hp lam vipc co the giup ban biet dupfc hp se xir stf nhir 
the nao trong tdcrng lai hoac phan ufng lgi nhir the nko trirdc 
nhutig gi ban lam. 

Tom lai: Thtfc te la nhtfng ngirdi khac co the nhin the 
giori theo cac each khac each cua ban khong khien hp trd 
thanh ”vo ly”. Dung ra, neu ban c6' ap d$t tinh hpp ly cua 
minh len ngirdi khac thi ai mdi thtfc sgTa ngirdi vo ly d day? 

Doi vdi chung toi, van de lipu ngirdi nay hay ngirdi khac 
la co ly hay vo ly khong phai la dieu quan trpng. Quan trpng 
hefn d day la nhd rang ban phai nhin tro chcri td nhieu goc dp 
khac nhau, cua chinh ban va cua tifng ngirdi chcri khac. y 
tirdng diTpc noi ra mpt each rat dern gian nay thtfc ra co le la 
dieu cot loi nhat cua ly thuyet tro choi. 

Chu nghia trpng tam het thay 

Khi toi chuan bj de stin sang dd'u ly v&i mpt ngiicfi, toi 
thtf&ng bo ra mQt phan ba th&i gian de nghi vS ban than va 
nh&ng gi toi dinh noi, v&i haiphan ba th&i gian con Igi Id nghi 
ve ngit&i kia vd nhirng gx anh ta dinh noi. 


- Abraham Lincoln 
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Co nhieu ngirdi nhin nh|n tro chcri theo each vj ky: h q 
chi t|p trung vao vi the cua chmh minh. Dieu cot loi trong ly 
thuyet kinh doanh la tam quan trqng cua viqc chu y den ca 
nhtog ngirdi khac - cai ma chung toi gqi la chu nghia trqng 
tam het thay (allocentrism). Nguyen tac nay la hen tang cho 
tat ca nhtog gi chung ta da noi ve gia trj gia tang, quy tac va 
cam nhan. De danh gia gia trj gia ting cua ban, ban can dtog 
vao vi trf cua nhtog ngirdi choi khac va ty hoi ban mang lai gi 
cho hq. De hieu dirge m$t quy tic co the tac dgng den eye diqn 
cupc chtfi nhu* the nao, ban lai can phai dtog vao v\ trl cua 
nhtog ngtfori khac de biet trade hq se phan tog lai dqng thai 
cua ban nhir the nao. De dya vao nhtog cam nh|n khac nhau, 
ban mqt Fan nufa can djt minh vao vi tri ngirdi chcri khac de 
xem hp nhin nh|n tro chtfi difcri con mlt nhuf the nao. 

Nguyen tic nen tang d day la nhir nhau: Ban luon phai 
d|t minh vao vi tri cua ngircri khac. Ban can phai la ngirdi theo 
chu nghia trqng tam het thay. Dieu nay khong co nghia la ban 
bo qua v; tri cua chmh minh. Ky nang d day nlm trong viqc 
liqu ban co kha nang dong thdi d|t minh vao ca hai vi tri de 
hieu dirge ca hai quan diem vj ky (trqng tam la ban than) va 
trqng tam het thay hay khong. 

D$t minh vao vi tri cua ngudi chtfi khac khong co nghia 
la ban xem minh se phan rich tro chdi theo each nhin cua hq 
nhu* the nao. No co nghia la ban phai xem ngit&i khac se phan 
rich tro chcri nhu* the too theo each nhin cua chinh hq. Dieu 
nay co nghia la khong nhtog ban phai dtog vlo vj tri ciia hq 




Ly thuylt tro chcri trong kirth doanh _ _ _ m 

ma con phai suy nghl theo each nghl cua hg ntta 1 . Co nghia la 
ban phai chap nhan the giori quan cua ngUcfi khac. Mpt phan 
trong bai tap nay ban can thpc hipn la hinh dung xem hp cam 
nhan the giefi quan cua ban nhif the nao. Hp cung tim each 
chui vao y nghT cua ban ra sao? 

Chu nghTa trpng tam het thay 

6/a trj gia tSng: Opt minh vao vj tri ngirbi khac dl 
danh gia xem ban gia trj den mi>c ndo doi voi hp. 

Quy tac: Dpt m]nh vao vj tri ngudi khac dl biet 
phan ling cua hp trimc nhung dpng thai cua bgn. 

dm nh$n: Opt minh vao vj tri ngiroi khac de hilu 
hp nhtn nhan tro choi ra sao. 

Hope cy the hen, bgn nghi hp se lam gi? Va do van chUa 
ket thuc. Ban con can hinh dung xem nhftng ngudi chcri khac 
hinh dung nhu the nao ve cam nhyn cua ban ve cam nhyn cua 
hp. Hp nghl ban se c6 gang doan dupe y nghl cua hp nhu the 
nao? Cy the hafn, theo byn thi hp nghl byn se lam gi? Khong co 
cau tra lefi nao la de dang cr day. 


i. Nguyen v 5 n: xo chan minh vao giay ngtfcfi khac dong thdi chui 
dau vao mu ngiTcfi khac (ND). 


Ly thuyet tro chai 


112 


Khi ban d$t minh vao vj tri ngudi khac, ban se nhan thay 
ngay rang hp het thay deu khac nhau. Tat nhien khong phai 
tat ca hp deu phu hyp vdi each nhin cua ban va cho phep co 
nhufng khac bipt nhir vpy that khong de dang. Tin vao each 
nhin nhan, quan diem ve the gidi cua mpt ai do co the se 
khong lam ban thoai mai. Khuvnh hirdng ty nhien d day luon 
la co ap d§t each nhin nhan, quan diem cua ban cho ngudi 
khac. Trong cuon sach De noi l&i dong y (Getting to Yes) cac 
chuyen gia hang dau ve dam phan Roger Fisher va William 
Ury da dira ra vai ldi khuyen de kh£c phyc duyc khuynh 
hirdng nay: 

Kha nang nhin nhan tinh huong theo each doi phiTcrng 
nhin thay, mac du la dieu rat kho nhimg lpi la mpt trong 
nhuiig ky nang quan trpng nhat ma mpt ngudi thifcfng 
lupng phai co. Chi biet ring hp nhin sy vipc theo each khac 
thoi thi chita du. Neu ban muon gay anh hirdng doi vdi hQ, 
ban con can phai hieu siic manh trong quan diem cua hp vdi 
sy dong cam, dong thdi cam thay dupe cam lyc ma vi do hp 
tin vao minh. Se la chtfa du neu ban chi xem xet giong nhy 
nghien cufu be ngoai mpt con con trung dirdi kmh hien vi: 
Ban can phai biet dupe cam giac cua chinh con con trung 
do. De thyc hipn dupe nhipm vy nay byn can chuSn bi de 
ki'em che dtfa ra cac nhyn djnh trong khi "thur" khoac len 
minh quan diem cua doi phirong. Doi phirtfng cua ban co 
the tin chSc rang quan diem cua hp la dung khong kem gi 
byn tin vao sy dung dan trong quan diem cua ban. Cung 
giong nhtf khi khat, ban co the chi nhin thay chiec coc thuy 
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tinh d\mg mQt ntfa rnfdc mat. Nhitng vp (chong) ban lai co 
the nhin thay chiec coc ban da uong het mpt ntifa khi b&a an 
gan kSt thuc. 

Tham chi d day con co mpt thach thtic mang tinh n®n 
tang hcfn nfra khi ban dat minh vao dja vj cua ngirdi khac. Do 
1 £: Ban biet qua nhieu. No giong nhir khi ban co gang chtfi cd 
vdi chinh minh. Ban biet chien lirpc cua ban la gi, nhtfng bay 
gid ban l^i can phai gia vd nhir khong biet gi ve no de co the 
dfrng du'pc vao vi tri cua ngirdi khac. Tat nhien vipc n&y kho 
den mufc gan nhir la khong the. 

Cung se nay sinh van de nhu* vay khi ban co gang nhan 
biet mpt ai do se cam nhan dung hay khong dung ve cam nhan 
cua ban doi vdi the gidi xung quanh. Khi lam di'eu do ban phai 
chju mpt ganh n|ng bdi mpt si/ thi/c rang ban da biet cam 
nhan cua chinh minh. Mpt Tan ntfa lam the nao ban co thS gia 
vd nhir ban khong biet dieu ma ban biet? 

Mpt giai phap ve each dat minh vao dia vj ngirdi choi 
khac la nhd mQt ai do giup dd ban thay vi co g&ng lam vipc do 
mpt minh. Hay de nghj mpt dong nghipp cung dong vai being 
each dat minh vao dja vj ngirdi choi do. Hay chpi tro choi va 
xem moi ngirdi trong cac ban lam gi, sau do tom tat lai cho 
nhau biet tiftig ngirdi co nhtfng quan diem nhir the nao. Dau la 
cac cam nhan dung, cam nhan sai? Trao doi vai cho nhau va 
choi lai tro choi do. Vipc thi/c hi£n bai tap nay mpt each hinh 
thirc hon co the mang lai rat nhiSu y tirdng. Mpt cong ty lap ra 
hai nhom, nhom thuf nhat choi vdi chien ltfpc cua cong ty, con 
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nhom thur hai chcfi trong vai tro cua doi thu canh tranh. Nhom 
thd hai khong dirgc biet tritcfc ve chien lirgc de xuat cua cong 
ty. Nhom chi dtrgc biet ve chien luge do khi no dugc mb ra va 
sau do phai phan utig lai. Rat thtfbng xuyen cau tra lbi khong 
phai la cai ma ngtfbi ta chef dgi. Neu ban lam bai tap nay vefi 
khach hang, chung ta co the giup hg tranh dirge bat ngb trong 
tro chdi thyt. Hau het cac trubng hgp, d$t minh vao dja vj 
ngirdi khac se giup dira ban den dugc ntfi ban muon. Kau het, 
nhimg khong phai bao gib cung la nhir v$y. 


Ngifofi lai xe dien ro 

Day la mgt cau chuygn co thyc nhiTng khong lay gi 
lam hay ho ve mgt trong cac tac gia cua cuon sach nay 
trong mgt chuyen taxi dem b thanh pho Jerusalem. Cach 
day vai n&m, Barry va dong nghigp cua minh la John 
Geanakoplos len mgt chiec taxi b Israel va dira cho ngirdi 
lai xe cac chi dan ve dirbng den kh£ch san cua hg. Ngirdi lai 
xe no may chay nhimg khong bat dong ho do cay so. Khi hg 
hoi thi anh ta tra Idi r&ng anh ta rat yeu quy nhimg ngirdi 
My nen muon danh cho hg mgt mdc gia d$c bigt. Dung la 
rat d$c bigt, phai khong? 

Trong luc Barry va John ngoi d hang ghe sau, hg bit 
dSu phan tich that nhanh vdi ly thuyet tro chcfi cua minh. 
Hg nhan ra r&ng neu hg mac ca chgt che bay gib va cugc 
m$c ca khong thanh thi hg co the se phai tim mgt chiec taxi 
khac va dieu nay qua thtfc khong d§. Tuy nhien, hg ly lu$n 
r£ng vj the cua hg se kha htfn nbu hg chb cho den khi hg 
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den dirge khach sgn. Khi do, ngirdi lai xe se phai chap nh$n 
mure gia hg de nghi. 

Hg da den nefi. Ngirdi lai xe dira ra mdc gia 2.500 shekel 1 
(1 shekel tutfng dtftfng 2,75 USD). Ai ma biet dugc nhiT v£y co 
cong Mng khong? Noi chung d Israel ngirdi ta van hay mac ca, 
do vyy nhtfng dong nghigp nay da mac ca xuong 2.200 shekel. 
Ngirdi lai xe cam thay b[ xuc phym. Mgt Ian ntfa anh ta doi 
dung 2.500 shekel va mgt Ian nda nhufag ngirdi di xe lyi khong 
chin. Trirdc khi cuqc thiTcmg lugng co the tiep tyc, ngirdi lai xe 
dgt ng$t dong tat ca cac canh cira ty dgng va quay xe lai con 
dirdng vura di vdi mgt toe dg khung khiep, khong them dem 
xia den den giao thong cung nhiT nhdng ngirdi qua dudng. Co 
phai hg da bj b&t coc sang Beirut khong? Khong. Ngirdi lai xe 
dira hg trd ve dung v} tri cu, hung ho day nhufng ngirdi khach 
ra khoi xe va lam bam: "Cho chung may biet 2.200 shekel co 
the dira chung may den dau." 

Khi Barry va John tim dirdc mgt chiec taxi khac, ngirdi 
lai xe bgt dong ho do va hg ve den nha dung luc dong K 6 chi 
2.200 shekel. Tat nhien la 300 shekel khong d&ng de mat 
them nhieu thdi gian nhiT vyy. Tuy nhien, cuoi cung thi 
chuyen di cung rat dang nhcf. Sau het do la mgt cau chuygn 
rat tuygt de rut kinh nghigm. 


1.1 shekel tutfng dtftfng 2,75 USD (ND). 
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Cai gi la sai d day? Co le day la myt trtfdng hqp cua 
long ttf ai bi thtftfng ton. Nghi Igi, Barry va John co le nen 
chu y hern den chi tict ring co ban gai cua anh lai xe ngoi 
ngay ben canh anh ta tren ghe trtfdc. Hoac cung co the dcfn 
gian la anh ta bi dien. Dii the nao di ntfa, Barry va John cung 
khong day cac phan rich cua minh di xa htf n va ddng d ket lu|n: 
Ian sau, hy se ra khoi taxi trtfdc khi nga gia. 

Cac yeu to cua tro chm 

Den nay, chung toi da gidi thiyu vcfi b$n tat ca cac vien 
g?ch dung de xay nen ly thuyet tro chtfi. Tuy nhien, liyu do da 
phai la tat ca hay chtfa? Cau tra ldi la vua roi, vtfa chtfa. Cac khai 
niym cua ly thuyet trd choi rat dtfn gian, nhtfng d6 chi la s\r 
danh ltia cua cam nhan. Neil chi biet den cac khai niym do thoi 
thi chtfa du. Diem mau chot d day la phai lam the nao ap dyng 
cac khai niym myt each sang tao vao vd so nhtfng tinh huong 
trong the gidi thtfe. De lam dtfyc dieu nay, chung ta se can phai 
dung chung de phan tich nhtfng tro chtfi phtfc tap htfn rat nhieu 
so vdi nhtfng gi chung ta da thay trong chtftfng nay. Sure inanh 
thtfe stf cua ly thuyet tro chcri chinh la nam d btfdc tiep theo nay. 

Tuy nhien trtfdc het, co le chung ta nen tom tit l$i cac van 
de da noi. Trong chtftfng md dau, chung toi da chi ra vi sao kinh 
doanh khong phai tuyyt doi la myt cuyc chien, cung khong hoan 
toan la hoa binh. Sau do, chung toi da mo ta each ly thuyet trd 
chcri kinh doanh co the giup chung ta bude ra khoi nhtfng quan 
diem, nhtfng each nhin da bj dern gian hoa qua mi'rc. Ly thuyet 
trd chcri kinh doanh chi cho chung ta myt loi suy nghi mdi vl 
mQt diem xuat phat cho tat ca nhtfng gi se noi den ve sau. 
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ChiTtfng co ten gpi Canh ti'anh h<yp tac nhyn dang yeu to 
dau tien va nen tang nhat trong tro chcri kinh doanh: do la 
Ngif&i chcri . Chung ta da s \i dyng M§ing gia trj de mo ta mpt 
nhom ngtfcfi chcri va bieu dien bang do thi cac quan hp gitfa hp 
vcri nhau. Mpt danh sach hoan chinh nhCmg ngifcri chcri bao gom 
khach hang, nha cung cap, doi thu canh tranh va ngufri bo trc/. 
Chung ta cung da nhyn thay viyc ve ra Mang gia trj doi vcri moi 
hoat dpng kinh doanh de nhan biet tat ca nhutig ngifcri chcri va 
quan hp giuu hQ vcri nhau trong hoyt dpng do la het sut hull ich. 

Chirong nay da gidi thipu vdi ban khai nipm ve Gia trj gia 
tang. Khai nipm nay do lifdng nhifrig gi ma moi ngifcri chcri 
mang den dong gop vao tro chcri bang vipc tham gia vao do. Gia 
tri gia tang mdri nghe co ve rat trufu tiryng, nhifng ban se nhanh 
chong het cam thay dfeu nay. Gia trj gia tang xac djnh ai la 
ngifcri co quyen life thyc trong mpt tro chcri va ngtfdi nao se difyc 
nhan phan thifbng ldn nhat. 

Sau gia trj gia t 5 ng T chung ta tiep tyc thao luan ve cac Quy 
tac. Cac quy tac xay dyng nen each thuc de chcri tro chcri. Trong 
kinh doanh chung ta khong co mpt t|p hyp chung cac quy t&c; 
chung co the rut ra tu* thong ly, t it cac hyp dong giao ket hay tif 
cac dieu lu$t. Doi khi nhtfrig quy tac quan trpng nhat lyi la 
nhihig cai ma ngtfdri ta thuftng hay coi la hien nhien. Chung toi 
da dien giai rat ro rang v<§ vipc dat ra them mpt quy tSc mcri co 
the lam thay doi rat nhieu trong each ma tro chcri dtfyc chcri. 

Tiep do, chung ta da noi ve cac cam nhyn. Chung toi cho 
thay bat ky tro chcri nao cung chju tac dpng rat 1cm beri nhutig 
each khac nhau ma nhutig ngifdi chcri khac nhau cam nhpn ve 
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tro chcri. Nhung cam nhan khac nhau nay khong chi gay ra 
nhung anh hubng tinh te len each there ma tro chcri dien ra. 
Chung con la mQt bo phan het sure co* ban cua chinh tro chcri. 
Quan trpng khong kem cf day nu*a la cam nhan ve cam nhan, 
cam nhan ve cam nhgn doi veri cam nhan, va cur nhtf the mai. 
Bang each thay dSi cam nhan cua nhung ngtfbi chdi ban co the 
thay doi cac dgng thai hg thgc hign. Cong cy de djnh hinh cac 
cam nhan dirge chung toi ggi la cac c hien thugt 

Cac thao luan cua chung ta ve cam nhan da dan dit chung 
ta <ISh nhung tranh luan ve ranh gidi hay pham vi cua trd chcri. 
Van de b day la cac gidi han ma ngubi ta ng'am dat vao tro chcri 
khi hQ djnh nghia ve no. Myc du ngtfcri ta rat hay phan tich cac 
tro chcri mpt each tach bi$t, song mCi tro chcri luon luon co mffi 
lien hg khang khit den cac tro chcri khac. De hieu dfeu gi dang 
xay ra, byn can phai chac chan la ban da xem xet het cac moi 
lien he do. 

Tat ca nam yeu to neu tren deu la cac yeu to ctf ban trong 
moi tro chcri: Ngtfcri chcri, Gid tri gia tang , Quy tac, Chieh thuQt 
va Phgm vi Chung ta hay viet tit lyi ca nam yeu to nay 1 k 
PARTS (Players, Added value, Rules, Tactics, Scope). Dfeu quan 
trgng li hieu dirge ring chung la nhung caii thanh cua mpt khol 
dern nhat va tong the. Doi khi ban cam thay cac yeu to nay trung 
lap vdi nhau, bbi vi chung phy thugc het sure chat che vao nhau. 
Tuy nhien, chung ta van can phai xem xet tdhg yeu to rieng le 
de chic chin rang khong co gi bj bo qua. Nam yeu to PARTS 
la each de hieu dirge dieu gi dang dien ra trong moi tro chcri. 



PHAN II 

cAc y£u it) chiEn li/q’c 



Thay doi cuqc chcri nhir the nao? 

Cac nhd triet hgc m&i chi tim each ly giai thegi&i. 

Tuy nhien dieu quart trgng Igi la lam thay doi no. 

- Karl Marx 

Chung toi co the manh bpo noi rang thanh cong cua ban 
chinh la nhd ban da biet each chtfi dung tro chtfi cua ban. 
Nhung ccr h§i lcfn nhat va nhuttg khoan lpi nhuan ldn nhat 
khong bao gief den neu ban tim each chori khac di. Nhifng 
chung se den khi ban thay doi chinh tro chcri. Neu ban chcri 
khong dung tro chcri cua minh, hay tim each thay doi tro chcri 
do. Tham chi neu do da la mpt tro chcri co lpi cho ban, hay 
nghi xem li£u ban co the bien no trar thanh co Ipi hem ntfa 
dtfpc hay khong. Thay doi cuqc chai do v$y chinh la ban chat 
cua chien lirpc kinh doanh. 

Karl Morx do. co ly. Hanh dQng chinh tic viec lam thay 
doi cuqc chcri. 

Khi noi den thay doi tro chcri, mQi ngtfcri thirdng nghi 
rang can phai thay doi cac quy t&c chcri. Do tat nhien la niQt 
each de thay doi tro chcri. Tuy nhien, van con co nhieu each 
khac nfra. 

Tren thtfc te, moi m$t yeu to cua tro chcri deu co the trd* 
thanh nipt don bay de thay doi. De lam thay doi tro chcri, ban 
can thay doi mpt hogc nhieu hem cac yeu to trong do. Dieu nay 
co nghia la nam yeu to - NgiCcri chcri, Gid trj gia tang, Quy 



tac, Sdch lit tic va Pham vi (viet tat la PARTS) - deu co the giup 
ban chuyen doi ttr tro choi hipn tai sang mpt tro chcri hoan 
toan mdi. Thay doi mpt trong nam yeu to PARTS va bpn se co 
mpi thu 1 thay doi. 

De giup ban hieu sau hcfn nifa ve each lam the nao thay 
* 

doi tro choi, chung toi xay di/ng nam chifcrng d day de difa ra 
nam each lam dieu do. Trade het, chung ta se xem xet vipc 
thay doi nbom ngudi chcri: lam nhir the nao va ket qua se ra 
sao. Sau do, trong bon chifcrng con lgi, chung ta se tim hieu 
xem thay doi bon yeu to con lai trong tro chdi se mang Ipi dieu 
gi. Mpt khi ban da thanh thpo vdi cac don bay chien ltfpc, ban 
se difpc trang bj tot hon de co the de dang thay doi tro chcfi 
cho minh. 

Khi ban tim kiem chien lifQfc theo kieu hoac-trung- 
hoac-trifpt, ban co the de Id cac co hpi tot nhat cho doanh 
nghipp cua minh. PARTS khong bo qua bat cu* dieu gi. Neu 
bgn di qua mpt lifpt tat ca cac yeu to PARTS mpt each co chu 
djnh, ban co the tin taring rang ban da xem xet qua het tat ca 
cac kha nang. Cac chien lifl/c nia PARTS de xuat co the khong 
phai luon luon mdi, mac du phan Idn trong so do dung la 
nhu* v$y. Tuy nhien, cai luon mdi o’ day la no giup tao ra cac 
chien lifpc mpt each co h? thong. 

PARTS lam difpc nhicu hem la dpng vien ban tim dddng 
thoat khoi be tac. Chung tht/c si/trao cho ban mpt cong ep hull 
ich de lam difpc dieu do. 



CHlTONG IV 
NGUOl CHOI 


Cui bono? 

Ai dting do htf&ng lai? 

- Cicero 

Bgn co muon trP thanh ngUcri chdi hay khong? Ro rang 
day la cau hoi luon dupe d|t ra moi khi bgn can nh^c tham gia 
vao mpt tro chdi nao do. Tuy nhien, cau tra lPi hie'm khi dupe 
ro rang nhuvgy. Rat de nham lSn trong khi nh§n djnh lipu b$n 
co thuc si/ thich chdi hay khong. 

Ly do P day la moi Tan b?n tham gia vao tro chdi b$n se 
deu lam thay doi no. B^n khong co si/ li/a chQn nao khac. Day 
se la mpt tro chdi mdi bdi co them ban la thanh vien mPi 
trong so nhung ngiTdi dang chdi. NgUdi ta thuPng rat hay 
quen mat dieu nay. Hq khong suy nghi chin chan ve vipc si/ 
tham gia cua hp se lam thay doi eye dipn tro chdi do nhtf the 
nao. Hp van cho r£ng cai gi hp nhin thay chinh la cai hp se 
nh£n dupe. 
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Khong phai nhtf vay. Tro chcfi sau khi b$n tham gia vao 
da khong con la tro chcfi ma b$n nhin thay ban dau nita. Trong 
vat ly, tac dong nay duyc biet den vori ten gQi "nguyen tac 
Heisenberg", do la khong the tirofng tac veri mot he thong ma 
khong lam thay doi no. Va kinh doanh cung co nguyen tac 
Heisenberg cua minh: do la each ban lam thay doi cuqc chcri 
khi tham gia vao do. Day chinh la diem bat dau cua cac ly luan 
trong chirong nay. 

De cho thay dieu nay co tac d$ng nhu the nao trong thifc 
ti§n, chung ta se xem xct ba cau chuyqn khac nhau ve vice trcr 
thanh ngudi chcfi. Hai trong so do bi thua d§m trong khi 
ngiTcfi thur ba lai kiem duyc rat nhieu ti'en. Do chinh la ngirdi 
hieu sy co mat cua anh ta trong tro chcfi se lam thay doi tro 
chcri do nhu’ the nao. Chung toi se rut ra nhuHg bai hoc chung 
tijr cac cau chuy$n nay. Vdi nhufng bai hgc do, ban se biet each 
lam the nao de quyet dinh trcr thanh ngtfdi chcri se mang lgu 
lyi nhuan cho ban. 

l* Trdf thanh ngircfi chofi 

N6i chung, neu ban muon chcfi, ban phai tra tien. Cai gia 
cho viec trcr thanh ngtfdi chcri se re, neu ch^ng han, no ttfcrng 
ty nhy bao gia qua dign thoai. Se la dat hefn neu ban can den 
mot cong ty quang cao hay chUtfng trinh tiep thj. Se con dat 
hefn nua neu ban thue chuyen gia ty van, luat sir va nha bang 
de gianh duyc goi th'au. Se la rat dat neu ban can phai xay 
dyng nguyen ca mot nha may san xuat d§c chung. Do chinh la 



Ly thuydt tro chai trong kinh doanh 

trudng hpp cua cong ty san xuat chat lam ngQt Ha Lan khi h q 
xay dpng mpt nha may trj gia 50 tripu USD vao giua nhtfng 
nam 1980 de san xuat chat aspartame. 

NgQt ngao cay dang 

Aspartame la mpt loai chat ngQt d£m dgc it calo, no nSi 
tieng nhat vdri nhan hipu NutraSweet cua hang Monsanto. Day 
la chia khoa cho thanh cong vang dpi cua cac nhan hipu do 
uong cua Pepsi va Coc£'Cola danh cho nhfifng ngtfcfi muon 
giam can trong thap ky 80 cua the ky XX. Doi vcfi nhumg ngtfdfi 
dang tim each giam bdt lirpng calo hang ngay thi day qua la 
mpt thu 1 than dupe: 

Nguyen ly cua van hoa phUcmg Tay noi rSng: “Khong co 
sit man nguy§n nao ma khong phdi tra gia 

Cdn chung toi noi rang bgn van co the co nhitng bita an 
thoa thxch. 

- Bob Shapiro. Tong Giam doc NutraSweet 

Bufa an ma Bob Shapiro noi den of day la bura an khong 
co them calo - day la y nghia thpc cua idi quang cao "an thoa 
thich". Chit con ve tien thi NutraSweet da lai den tren nira 
tripu do la vao nam 1985. Doanh nghipp nay co mure Ipi nhu$n 
gpp len den 70%. Merc lpi nhu§n hap dan nhtf v£y de khuyen 
khich cac cong ty khac tham gia vao thj trtfcfng, tuy nhien 
NutraSweet dupe bao vp bdi ban quyen dang ky. Chuypn gi se 
xay ra khi thefi h$n cua ban quyen nay ket thuc? 
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Chat ngQt d|m dac da co mQt lich six dai day thang tram. 
Vao thdi de quoc La Ma, mrdc birdi ep dtfQc dun soi trong cac 
chao chi de san xuat ra mpt loyi san pham co ten la sapa, mQt 
chat ngQt dung a niQi ch6, t \i lam gia vj trong thtic an den thuoc 
uong tranh thai. Rat khong may la chi trong sapa da bien no 
thanh mQt chat d$c, thym chi gay chet ngirdi. Chat cyclamate 
diTQc phat minh ra vao nhutig nam i960 nhimg sau do, den 
nam 1970 da bj FDA (Uy ban Quan ly Thu’c pham va Du’Qc 
pham) cam bcri vi cac nghien cOru cho thay chat nay co lien quan 
den b$nh ung thir. O My, chat duy nhat co the dung tuang ti/ 
nhir aspartame la dirdng saccharin, mQt dan xuat tix dau mo 
dirqc tim ra t\X nam 1879. Nam 1977, FDA da djnh cam 
saccharin vi cho rang no cung gay ra ung thir. Tuy nhien, dieu 
nay da gay ra si/ phan doi mynh me tuf phia nhfrng ngirdi dan 
den noi Quoc h$i phai can thiyp va cuoi cung saccharin van ton 
tyi tren thi truting. Nhtfng ngoai van de ve an toan thtfc pham, 
mQt so ngirdi cho rang saccharin nem co vi kim loyi hoi dang 
trong miyng. 

Aspartame dtfQc tim ra mQt each tinh cd. Nam 1965, 
mQt nha nghien ciiu khoa hQC ten la James Schlatter thuQC 
cong ty G.D.Searle&Co, tim each phat trien mQt loyi thuoc 
chfta loct da day. Trong khi lam thi nghiym vdi cac chat acid 
L-aspartic va L-phenylalanine, Schlatter da nhyn thay c6 vj 
ngQt khi tinh cd liem phai ngon tay. Chinh ong la ngirdi da dyt 
ten cho chat nay ve sau la aspartame, la ket hQp cua cac acid 
amin noi tren. Chat nay co ltfQng calo dung b<ing diTcfng cung 
khoi lirqng nhifng lai ngQt gap 180 Ian so vdi dtfcfng. 
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Nam 1970, cong ty Searle da ngp dcm len FDA de dang 
ky ban quyen cho aspartame nhir mpt chat phy gia thtfc pham. 
Thang 7 nam 1981, khi FDA chap thuyn va cap phep cho vipc 
sir dyng aspartame dyng kho, Searle da nhanh chong tung ra 
thi tnrdng san pham co aspartame dau tien la cac vien ngQt 
dang thuoc nhan hiyu Equal. Viyc sir dyng chat nay trong 
niTcfc giai khat mai den thang 7 nam 1983 mdi dirge chap 
thuyn. Sau nhieu Tan bi tri hoan, Searle cuoi cung da thanh 
cong trong viyc gia hyn ban quyen cua minh cho den nam 
1987 a chau Au va den nam 1992 d My. 

Den nam 1985, Monsanto mua lyi Searle va cung vdi do 
la sd huxi dpc quyen doi vdi aspartame. Monsanto da di theo 
mpt con dudng vong de den vdfi chat nay. Ngay nay, Monsanto 
la nha san xuat Idn ve cac san pham nong nghipp va dugc 
pham, tuy nhien ban dau, ngay tur nam 1901, cong ty nay da 
dat ra nhigm vy cho minh la thach thufc sy* d$c quyen cua Ddc 
tren thi trudng saccharin. 

Cai gi di dudng vong thi cung trd ve bang dirdng vong. 
Nam 1986, cong ty san xuat chat lam ngQt Ha Lan Holland 
Swetener bat dau xay dyng mpt nha may san xuat aspartame 
d Geleen, Ha Lan de cynh tranh vdi Monsanto tren thj 
trudng chat lam ngQt nay. Holland Swetener 1 & lien doanh 
gida hai cong ty hoa chat la cong ty Tosoh cua Nhyt Ban va 
cong ty trong nude Dutch State Mines. Myc tieu cua lien 
doanh ngay tur dau da la thach thufc thj trudng aspartame vdi 
sir dQc quyen cua Monsanto. Quy trinh lam aspartame kha 
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phut t<j.p, cho ncn Holland Swetener khong nghi rang sau 
khi then han ban quyen cua Monsanto ket thuc se co nhieu 
doi thu nidi tran vao thj trirdng nay. 

Khach hang 
Coke, Pepsi 


HOLLAND 

SWEETENER 

Dai thu c?nh tranh 



* 


NutraSweet 


* Nhimg ngu*6»i 
b6 tro 





Cac nha cung cap 


Thdi h$n ban quyen cua NutraSweet d chau Au ket thuc 
vao nam 1987 va ngay sau do Holland Sweetener da nhay vao 
tan cong thj trurcfng nay. Monsanto dap tra bang vi£c ha gia. 
Trudc khi Holland Sweetener tham gia vao thj truing nay, gia 
cua aspartame la 70 USD mqt pound. Sau khi Holland 
Sweetener gop mjt, gia da giam xuong chi con 22-30 USD mqt 
pound. Holland Sweetener chiu 16 n$ng ne. De cam ci/ 3 
Holland Sweetener da khdi ki£n Monsanto ban pha gia len toa 
an chau Au va da thang. 
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-- - - 1 29 

May m£n song sot qua cugc chien tranh gia ca cr chau 
Au, Holland Swetener gicf day san sang duung dau v6i thu 1 
thach ldn htfn nura. Ken Dooley, Pho Tong Gi£m doc Holland 
Swetener ph\i trach kinh doanh tiep thi, da noi: '’Chung toi 
dang rat nong long dua cugc chien sang thi trtfcfng My.” Hang 
cua ong da dupe cac cong ty san xnSt do uong khong con d My 
chao don nhigt tinh. "Bdi vi" - ong noi tigp - "nha san xuat nao 
cung deu muon co it nhat hai nguon cung cap". 

Tuy nhien, cugc chien cua Dooley da ket thuc trUdc 
khi no dupe b&t dSu. Ngay trudc khi thcri h^n ban quyen tai 
My ket thuc, ca Coca Cola Pepsi deu ky I31 cac hpp dong 
dai hgn mdi vdi Monsanto. Cuoi cung, khi da co cof h$i 
trong tay de tgo ra sp c^nh tranh gitfa cac nha cung cap thi 
dtfdng nhu* Coke va Pepsi lgi de tuQt mat no. Hay la hp da co 
ly cua minh? 

Ca Coke Ihn Pepsi deu khong he muon chuyen mgt 
each dpt nggt sang sir dyng cac logi aspartame vo danh 
(khong co nhan higu). N&i chung ta con nhd kgt qua khong 
may rnSn cua vipc thay ddi cong thuc nude u6ng Coke n£m 
1985 thi ro rang 1& khong mgt cong ty n&o muon gd bo nhan 
higu cua NutraSweet ra khoi chiec Ion cua minh trudc de t$o 
ra an tupng la hg lgi dang lam mgt dieu dgi dpt vdi cong 
thuc do. Neu nhu chi c6 mpt cong ty chuygn doi thi cong ty 
kia chac ch£n se co lpi diem vdi vige six dyng dpc ton nhan 
higu cua NutraSweet. Du sao thi tren het, NutraSweet cung 
da xay di/ng dupe cho minh mgt uy tin ve an toan thpc pham 
va chat lupng tot •* dieu nay hoan toan khong phai la tinh cd 
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ma co. Searle va sau do la Monsanto da dau tif rat nhieu vao 
vigc t^o dgng thirong higu cho minh. Hg da chiet khau cho 
cac nha san xuat den 40% neu cac nha san xuat nay dong y 
chi sd dgng san pham cua hg va trirng bieu tirgng dgc sac 
hinh cugn xoay vdi hai mau do va trdng cua NutraSweet tren 
cac san pham cua minh. Ngoai ra, hang con to chute chtftfng 
trinh quang cao tieu dung rat manh de cung co v\ the thtftfng 
higu cua minh. Cho den nam 1986, 98% nhtfng ngitdi uong 
nutfc ga giam can co chda chat lam nggt nhan tgo d'eu nhgn 
biet dirge nhan higu vong cugn xoay. Ngay ca khi aspartame 
cac nefi khac san xuat co mui vj khong khac gi thi hau het 
ngirdi tieu dung van cam thay xa la veri cac san pham khong 
co nhan higu cua NutraSweet va coi do la nhtfng san pham 
kem chat ltfgng. 

Mgt ly do khac cho vigc khong chuyen doi nhan higu la 
do Monsanto dang co mgt lgi the lefn dang ke ve chi phi. 
Trong suot mgt th$p ky triTdc, hang da co gang giam dirge den 
70% chi phi ban dau - trong khi Holland Swetener van con 
dang d gan tren dinh dtfcfng cong chi phi. Vcri sg dau tir mgnh 
vao thirong higu, quang cao va no lgc giam chi phi, Monsanto 
da lam theo dung nhir Kinh thank da khuyen: dung bay nam 
dir thOfa de chuan b\ cho bay nam mat mua. 

Nhir v$y, nhu*ng gi Coke va Pepsi cung muon la van 
nhan higu cu NutraSweet cgng them mtfc gia thap hefn hSn. 
Va hg da co dirge dieu hg muon. Cac hgp dong m6i da giup 
cho ca hai cong ty nay tiet kigm tong cgng mdi nam 200 
trigu USD. 





Ly thuyet tro chai trong kinh doanh ^ 

D6 la mpt Mt qua co the dp doan trupc. Hay so sanh 
vi th? trong thirong ltrpng cua Monsanto tnrPc vk sau khi 
Holland Swetener tham gia tro choi. Trudc do, Monsanto d 
mpt v\ the cpc k)? manh. Ca Coke va Pepsi deu khong c6 sp 
lvta chQn nao khac ngoai NutraSweet. Khi cyclamate bi cSm 
va sacchairin cung dang d trong tinh trying phap phong 
chira ro ve so ph£n cua minh thi NutraSweet da khien cho 
cac loai nurPc uong It calo, mPi v\ thorn ngon va an loan cho 
stfc khoe van tiep tyc dope ton t$i. Gia trj gia tang cua 
NutraSweet nhif v§y la rat ldn. Khi Holland Swetener gia 
nh$p thj trtfpng, gia trj nay da bi giam sut dang ke. Hi$n 
gid, gia tri gia tang cua NutraSweet dpa tren tupng quan 
cua no veri cac lo^i san pham tur aspartame khac chu* khong 
phai vpi saccharin. Tuy nhien, cai con Igi d day la gia trj cua 
thircfng hi$u NutraSweet va lpi the v£ chi phi san xu£t. 

Vay thi vj the cua Holland Swetener la d dau? Vipc 
hang nay gia nh&p thj trirefng da khien cho gia trj gia tang 
cua NutraSweet giam dang ke va dieu nay da co lpi rat 
nhieu cho Coke va Pepsi. Nhtfv^y, dang le se la hpp ly neu 
Holland Sweetener, trirPc khi tham gia tro choi, doi dupe 
nh$n mpt khoan bu dap, ching h$n duPi hinh thufc m£t 
khoan tien tra co djnh hay mpt hpp dong dupe dam bao 
ch^c chan cho vipc gia nh£p thj truPng cua minh. C6n neu 
Holland Sweetener muon kiem Ipi nhu?n bang chinh vi$c 
chpi thpc sp trong tro choi do thi se cpc ky kho khSn. San 
pham cua hang chifa co uy tin thiftfng hipu va chi phi san 
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xuat cao hon so vdi NutraSweet. Holland Sweetener khong 
co bat ky gia tr; gia t&ng nao. Chiec banh se khong bj be lyi 
neu khong co Holland Sweetener, chi co vipc chia banh se 
khac di ma thoi. Dooley da noi dung khi cho r&ng bat ky nha 
san xuat nao cung muon co them nha cung cap thuf hai. 
Nhtfng van de lai d cho cac nha san xuat khong nhat thiet se 
muon lam an nhieu hdn vdi nha cung cS'p thur hai do. 

Coke va Pepsi da hanh dpng dung khi thay doi tro chdi 
b&ng each khuy£n khich sy tham gia cua nhdng ngtfdi choi 
mdi va nhd dd giam bdt sgr phy thuQC cua minh vao 
NutraSweet. Monsanto da \km dung khi xay dytig uy tin 
thtfdng hipu va tpo ra lyi the trong chi phi, bang each do da 
giam thieu tac dpng bat lyi cua sy gop m§t ede nhan hipu vd 
danh khac. 

Con doi vdi Holland Sweetener, co le hp da qua vpi 
vang khi muon trd thanh ngudi choi. Hang nky c6 the tiet 
kipm cho Coke va Pepsi 200 tripu USD mdi nSm; v§y hai 
cong ty ldn nay co th£ lam gi de dap lyi? Holland Sweetener 
da d the rat yeu khi hy kinh doanh aspartame - hp khdng h? 
co gia tri gia tang. Nhimg ndu ndi den sic cQnh tranh trong 
kinh doanh thi hang lyi co m$t the mynh dang ke vi hp dang 
d$c quyen sy cynh tranh do: Holland Sweetener khi do la 
hang duy nhat ma Coke va Pepsi co the su* dpng de cai thipn 
vj the trong thifcrng lirpng vdi NutraSweet. Tuy nhien, sai 
lam d day la hp da bo qua dieu nay. Co le Coke va Pepsi se 
dong y tra tien cho djeh vy het sure dang gia nay, tuy nhien 
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Holland Sweetener phai la ngircfi ra gia trircfc. Trong phan 
sau co nhan de Tra tien dS chcfi chung toi se gpi y nhieu 
each khac nhau de ban co the dupe tra tien cho vipc tham 
gia tro chcfi. 

Tiep theo cau chuypn nay, chung toi muon ban danh 
gia chi§n ltfpc cua Norfolk Southern trong cupc thtfcfng 
hrpng vdi Gainesville Regional Utility (GRU). 

Mpt ngirdi cho? than khac 

O thanh pho Gainesville, bang Florida. GRU la cong ty 
thupc scf hum cua thanh pho chuyen cung cap toan bp dien 
vk nirdc sinh hoat cho dan ctf, Tuy nhicn, cf day co mpt van 
de doi vdi cong ty tien ich nky. Do la hp bj php thuoc vao 
cong ty difefng s&t CSX de v$n chuyen toan bp than dot den 
cho hp. Nam 1990, gia than \k 20,13 USD mpt tan nhifban 
co the doan dupe, CSX da rat co lpi khi b<m than ciio 
Gainesville. Vi vay, vao thang 7 nam d6, Gainesville da dam 
phan vefi mpt cong ty difefng s 4 t khde Ik Norfolk Southern de 
cung c 2 p than cho hp chi vdrl gik 13,68 USD moi tan thi d6 
co the coi gan nhir mpt cu$c dao chf nh. 

V&n de duy nhat con lal la Norfolk Southern ttitfc te 
khong the? van chuyen than d£n tan ntfi befi vi tuyen difdng 
s 4 t gah nhat ciia hQ cung each Gainesville tefi 21 dam. 
Chuyen tuyen dtffrng nay dffn gail hefn khong phdi la m$t 
giai phap t 5 t. 
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CSX 


NhtTng ngtfdi 
> bo trg 


C£c nha cung cffp 


Gainesville de nghj CSX cho phep Norfolk Southern 
durgc sir dying dufrng ray cua ho. Di nhien la CSX tur ch 5 i. 
Tgi gi hp phai tif bo dgc quyen ctia minh? Nhtfng day mdi 
chi II dgng thai md d 3 u cua Gainesville. Vdi kha nlng dirge 
cung c§'p than vdi gia re hdn hln, thlnh ph 5 da quy?t djnh 
dieu nly ding de xly dyfng them mgt tuyen dtfcrng sit 
nhanh dai 21 dam, thgm chi ngay ca khi chi phi dtf kien len 
den 28 trigu USD. 

T$u thdi diem nly thi boi canh c6 ve la rat hi 3 ra hgn d 5 i 
vefi Norfolk Southern. Hg da d§t Gainesville vao guong, hay 
nhir ngtfcri ta noi la khien cho Gainesville bj thoi thuc befi tinh 
the de quyet djnh bo tfen ra xly dgtig con dudng, dong thdi hg 
cung da co sin mgt hgp dong cung cap than trong tnrdng hgp 
tuyen difdng xay xong. Nhif v£y, hg se chi co lgi ma khong bao 

gicr thigt. 
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Norfolk Southern thyc ra cung phai chi mot s 5 tien 
duyc gyi la chi phi lot tay cho chinh trj. Bdi vi con dtfcfng s&t 
dy djnh xay se di qua myt vung dam lay nhay cam ve moi 
trtfdng nen Norfolk Southern va Gainesville phakduyc To 
chViC bao vy moi trtfcfng cf day thong qua dy an. Ngoai ra, hy 
con phai giai trinh trade Uy ban Thtftfng mai lien vung quan 
ly v? dtfcfng s&t. 

CSX khong chju de yen. Thang 10 nam 1991, CSX dap lai 
dyng thai cua Norfolk Southern bang viyc de nghj giam gia 
2,25 USD cho moi tan than. Sau do CSX cho thay neu 
Gainesville tiep tyc hyp tac vdi Norfolk Southern thi tuyen. 
duong hiyn co cua CSX se khong co y nghia ve myt kinh te va 
do vyy CSX se buyc phai d& bo no. Dieu nay se khlen 
Gainesville lai trcf thanh con tin trong tay Norfolk Southern. 
Donna Rohrer, Ph6 Chu tjch CSX phy trach truyen thong da 
canh Mo ve dieu nay. 

Thang xi nam 1992, khi Gainesville gan nhurda sAp nhyn 
dyyc giay phep de x£y dyng tuyen dtfcfng mdi, CSX quyet dinh 
hy gia them 2,5 USD nufa cho m6i tSn than. Tyi thdi diem nay 
thi viyc xay dyng them myt tuyen dtfcfng nhanh mcfi la thyc sy 
khong con y nghia gi v® mat kinh te ntfa. CSX gianh dtfyc myt 
hyp dong mcfi cho den tyn nam 202d v£ Gainesville tiet Idem 
duyc 34 triyu USD (tinh theo gia tri chief khJu hiyn tyi) trong 
suot ddi hyp dong mdi. 

Ket qua nay khong phai la myt tai hya gi ghe gdm doi 
vdi Norfolk Southern. Mac du khong gi&nh diryc hyp dong vcfi 
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Gainesville, hp cung gan nhir khong mat gi ca. Tuy nhien, 
Norfolk Southern hoan toan co the ket thuc kha hdn nhir vyy. 

Sai lam d day la Norfolk Southern da bieu khong sy* 
canh tranh. Neil khong co Norfolk Southern thi Gainesville 
cung ching co cd gi de doa vj the cua CSX. Vdi spgop myt ciia 
Norfolk Southern, Gainesville da co the va thpc s\f la da lam 
dupe nhir vyy. Do la toan bp tro chdi. Anthony Hatch, nha 
phan tich cua PaineWebber da giai thich dieu nay nhtf sau: 
”Vipc xay dpng dudng sSt la mpt cupc phieu lull rat ton kem... 
Doi khi chi can de dpa lam nhir vyy thoi da la qua du." O day, 
chi Idi de dpa dupe dira ra da dang gia 34 triyu USD. 

De bao dam co dupe mieng banh cho minh, Norfolk 
Southern cUn phai doi mpt khoan tien phi, co the la dya 
tren chi phi ma Gainesville co kha nang tiet kipm dirpc, 
trong tnrcfng hpp tuye'n duPng nhdnh khong dupe x£y dpng. 
Ithi do Norfolk Southern se khong bao gid thua cape: Neu 
tuy£n dirdng dupe x&y thl chSc ch^n Norfolk Southern se 
giftnh dupe hpp dong; n£a khdng thl hp cOng dupe bft d5p 
phSn riao bdi tien phi tr£n cd sd chi phi tiet kipffi dupe ddi 
vdi Gainesville* 

Myc du khong den noi bj nh&n tiil nhifng Norfolk 
Southern van phai chju mpt so chi phi ngam. Hp da phai chi 
mpt so tiSn "chinh tri" de vyn dpng cho vipc xay dpng tuyen 
dirdng nhanh chong dupe thong qua. HPn nu'a, vipc lam cua 
hp co th? se lam thipt hgi cho CSX 34 tripu USD - dieu n£y rat 
nguy hlem vi CSX co kha nang tra dua. Tren toan nirdc My khi 
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do chi co khoang 20 tram nang lifting la co nhieu hem mgt 
dirdng ray de cung cap nhien lieu. Cung giong CSX sd hftu 
dirdng ray duy nhat d?n Gainesville, co r£t nhieu vung khac 
ma Norfolk Southern la nha cung cap d$c quyen va CSX rat co 
the se chdi tro pha hoai tiTdng ty d nhurng ncri do. 

Norfolk Southern dang le phai hieu ro hon dieu nay. 
Trirdc do da co hai Tan cong ty nay phai bo cuqc choi. Cho den 
nSm 1991, Norfolk Southern v£n dang la d$c quyen ve cung 
cap nhien lieu cho Cong ty Mien Nam, mot cong ty ti£n ich 
(cung cap dign nude) cua Atlanta. Do la trurdc khi cong ty nay 
xay dyng tuyen dufdng dai 7 d§m n<Ji nha may gan 
Birmingham, bang Alabama vdi mot tuyen chinh thuoc sd huXi 
cua CSX. Day la Fan dau tien cong ty nay xay dyng tuyen 
dudng rieng cho minh de tiep can dirdng sat nham myc dich 
tao ra canh tranh. Ttfdng ty, d Evansville, bang Indiana, PSI 
Energy da de dpa xay dyng mpt tuyen dirdng sat nhanh dai 10 
dam de noi nha may cua hq vdi tuyen dirdng sat chinh cua 
CSX. Mqt lan ntfa, Norfolk Southern dang co vj the dqc quyen 
d do da bi bupc phai cho phep CSX tiep can vdi cac dirdng ray 
cua minh va bang each do da ty tao ra doi thu canh tranh cho 
minh. Sau do, PSI da quyet djnh ring hQ khong can thiet phai 
xay dyng them dudng nhanh nda. 

Co le nhdng gi Norfolk Southern lam d Gainesville la 
myt tinh huong an mieng tra mieng rat dien hinh: sau khi 
CSX pha hong v\ the d$c quyen cua Norfolk Southern vdi 
cong ty Mien Nam va PSI Energy, Norfolk Southern da tra 
dua bang each pha hong tro choi cua CSX d Gainesville. Tuy 
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nhien, day van chira phai la hoi ket. Co mgt riii ro rat lcfn la 
CSX se lai tra dua. Doi vcri Gainesville thi kieu gi hg cung 
chi dirge ma khdng mat. Nhifng doi vdi Norfolk Southern 
thi thanh pho Lgi (Gainesville) da trd thanh thanh ph6' 
Thi$t (Loseville). 

Nhir hai cau chuygn cua Holland Sweetener va Norfolk 
Southern da minh hga, doi khi djch vy rat co gia trj ma ban 
co the cung cap l^i chinh la t^o ra si/ canh tranh, do vay 
dijfng bo qua dieu do. Bac bigt dieu nay dung khi ban tgo ra 
mQt sy canh tranh d&t gia: Holland phai xay them mgt nha 
may ton hang trigu do la, con Norfolk Southern thi bj de 
doa tra dua. Canh tranh la thi/ qua gia trj va cung qua ton 
kem de co the bo qua. Ban can phai dirge tra tien de chtfi. Y 
tufdng nay dirge nhtfng ngirdi choi hieu rat ro trong tro choi 
mua lai sau day. 

Tra leri cugc ggi. Nganh kinh doanh dign thoai di d$ng 
da trai qua mgt quci trinh hgp nhat nhanh chong ke tuf thang 6 
n£m 1989, khi Craig McCaw - 39 tuoi - de nghj mua lgi LIN 
Broadcasting Corporation. Nam nam tnfcfc, Uy ban TruySn 
thong Quoc gia da chia nuftc My ra lam 306 thi trtfcrng rieng 
re va chi phan bo cho moi thi tnfcfng hai giay phep kinh doanh 
trong nganh dign thoai di dgng ma thoi. Mgt giay phep du*gc 
danh cho cong ty dign thoai dia phirang, con giay phep kia 
dirge cap thong qua bat tham. McCaw da di duftng vong va tim 
each mua dirge cac giay phep tuf nhumg ngirdi thang trong cAc 
cugc bat tham. Cho den nay cac giay phep cua McCaw da cho 
phep phu song dirge 50 trigu khach hang tiem nang (cac POP - 
theo each ggi trong nganh). 
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M§c du da la cong ty ddng cfau nganh, McCaw con muon 
dijmg dau quoc gia. Vi$c mua l$i 18 tripu POP cua LIN la ccf h$i 
tot nhat, th§m chi co le la duy nhat de co dirge d£c quyen kinh 
doanh d cac thanh pho Idn, nhd do tao ra dirge tieng tam tren 
toan qu 5 c. Dieu nay co nghia la McCaw phai gianh dugc LIN, 
cong ty hi£n dang co giay phep host dgng d cac thanh pho 
New York, Los Angeles, Philadenphia, Houston va Dallas. Luc 
do McCaw mdi chi co trong tay 9,5% co phieu cua LIN. Va anh 
ta muon co not phan con l$i. 

McCaw co each nhin rieng cua minh trong vSu d§ nay va 
cho thay ring anh ta sSn sang chtfi tro may nii. Anh ta da vay 
rat nhi£u tien de mua bing dugc tit ca cac giay phep. Dung la 
cho den gitfa nam 1989 chi co 250.000 khach hang trong so 
50 tri£u POP cua anh ta thtfc sg la khach hang dang tra tien - 
chiem mgt nOfa phan tram. Nhung McCaw Igi nhin thay chiic 
coc nhu* the no gan day thay vi ngirge lla gan nhir r6ng 
khdng: bdi vi theo anh ta thi lgi nhu£n tiem nang d day la con 
rat lcm. 

McCaw da dtfa ra mu*c gia 120 USD tien m£t cho mdi co 
phieu cua LIN, vdi so tien tong cpng se dirge tra la 5,85 ty 
USD. Dieu nay da khien co phieu cua LIN tang vpt len tur 103,5 
USD den 129,5 USD. Ro rang thi trird’ng dang trong dpi nhutig 
dgng thai tiep theo. Tuy nhien, de nghi tra gia cua McCaw se 
chi co hi£u lye vdi dfeu ki£n LIN phai dd bo cac ”vien thuoc 
dgc ’ nhim t\T v£ chong bj mua l^i. LIN tuf choi lam dieu do. 
Donald Pels, Tong Giam doc cua LIN, tur lau da c6 moi ac cam 
ca nhan vdi McCaw va McCaw cung v$y. N£u McCaw thinh 
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cong thi ccf h§i gilt lai chiec ghe Tong Giam doc doi vdi Pels se 
rat mong manh, tham chi co the noi La khong the. Phai doi m$t 
voi phan img thu dich va thuoc dgc, McCaw da ha mure gia cua 
minh xuong chi con no USD. 

LIN bat dau tim kiem nhutig doi thu thay the. Co tin don 
la mpt so cong ty con cua Beils cung quan tam den vy nay. Bell 
mien Nam vdi nguon tai chinh khong lo va dang co mgt chien 
liryc raua l$i trong linh vyc dign thoyi di dgng co ve nhu* co 
nhi'eu kha nang se dap ting duvc sy tim kiem do nhat. Cac dyi 
ly dgc quyen cua LIN 6 Los Angeles va Houston se bo sung 
cho thi phan cua Bel! mien Nam tai nhutig thanh pho do. Tong 
thj phan cua ca hai cong ty cpng lyi la 46 trigu POP, chi it hefn 
4 trigu so vbi McCaw (khong h£n da cr cap quoc gia nhutig 
thyc sy la moi de dQa nghiem tryng doi vdi vi tri dan dau cua 
McCaw). 

Doi vefi Bell mien Nam, c a hgi de thang McCaw la rat 
thap. McCaw da dy tinh rang cho den nam 2000, 15% dan so 
My se dung dign thoyi di dgng va mdi POP khi do se dang gia 
420 USD m§t nam. Tat ca cac cong ty con cua Bells deu dong 
tinh vdi con so dy bao chi co 10%. Dieu nay d&n den moi 
POP doi veri hp chi mang lai gia trj blng 280 USD. Trong 
cugc tranh dua gifra McCaw va Bell mien Nam thi McCaw da 
tieu tien cho mgt tham vpng Idn hern. 

McCaw co dgng ctf rieng de tra gia cao. Gia thi trirdng 
cua moi POP tang len khien cho 50 trigu khach hang tiem 
nang cua McCaw cang trer nen co gia tri hern. Con dtfi vefi 
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Bell mien Nam, cai gia de tham gia tro chtfi la kha cao: rieng 
phi lu$t sir va ngan hang dau tir da la 20 tripu USD, dong 
theft cac nha quan ly cap cao trong cong ty se bi mat theft 
gian va khong t|ip trung vao cong vipc chinh cua hQ la dieu 
hanh cac host d§ng hipn co. Hern nfra, neu thua cuqc, ma 
dieu nay rat d§ xay ra, thi Bell mien Nani se danh mat ca.uy 
tin nhir mpt nha d'au tir kien dinh vao ttftfng lai. Long t\r 
trQng se bi thtfcrng ton. ” 

Du sao di nu'a thi Bell mien Nam cung van san sang totia 
LIN neu mute gia la phai chang. Van de d! nhien la d cho bang 
vipc nhay vao cuqc, cong ty 7 nay se cham ngoi cho niQt cuqc 
chien ve gia va khi do LIN se khong the dirge ban vdi mire gia 
phai chang nufa. Bell mien Nam biet rang cuqc dau se chi co 
mpt ngtfcfi th&ng va hp muon dupe bu dap mpt thu* gi do cho 
nhuttg thipt thoi cua minh trong triTcmg hgp McCaw thang. Do 
vay, Bell mien Nam da nhan dugc lefi hda tiV LIN nhiT m$t dieu 
kien dc tham gia dau gia la phan thiTOng hgp nhat 54 tripu 
USD cung vdi 15 tripu USD de bu dap thigt h^i chi phi bo ra 
neu thua cuqc. Dirge tra tien de choi, Bell mien Nam da dtfa ra 
mOrc gia dirge cac nha phan tich thi triTcfng cho la tutfng dirong 
105" 112 USD cho m6i co phieu cua LIN. 

Nhu da dg doan tnrdc, McCaw khong chiu bo cuqc. Anh 
ta da co loai Bell mien Nam vdi mdc gia mcri 112-118 USD cho 
m6i co phieu. LIN den g£p Bell mien Nam va de nghi nang gia 
tiep. De doi lai Bell mien Nam se l$i dugc tra them tien. Phan 
bu dap cho chi phi dugc tang len 25 tripu USD va Bell mien 



Nam lgi tiep tyc dau gia veri mure mPi 115-125 USD cho m&i 
c 6 phieu. 

McCaw nang gia cua minh len 124-138 USD va sau do 
dfeu chinh them mpt vai do la nufa de gianh phan th&ng. Dong 
thcri anh ta tra cho Bell mien Nam 22,5 tripu USD de hp t \f 
nguypn rut ra khoi cupc choi. VPi mure gia cutfi cung, LIN dupe 
djnh gia tir 6,3 den 6,7 ty USD. T^i thori diem n£y> Bell nhgn 
thay quy'en chpn c6 phieu cua minh da dupe Ipi them 100 tri$u 
USD va vy mua ban vdi McCaw - nay da trd nen than thi$n 
hern - dupe hoan tat. 

Vyy thi nhufng ngUpi chcri trong cupc dupe lpi gi va bj 
mat gi? TrUPc ngay Bell mien Nam cong bo mufc bo gia dau 
tien, co phieu cua LIN tren thj trudng dupe mua ban veri gia 
105,5 USD. Khi Bell mien Nam rcri bo cupc chcri, mu*c gia nay 
da tSng len 122,5 USD. VPi 16,75 USD tang them tren m< 5 i co 
phieu, tong gia trj cua LIN da tang gan 1 ty USD. Do do LIN da 
thu ditpc them 1 ty USD, ro rang day la m§t mon hPi n?u so 
sanh veri so tien chi co 54 tripu USD cpng vdi phan bu dip chi 
phi de tra cho Bell mien Nam. McCaw co dupe dieu anh ta 
muon la sP hufu mang luPi di£n thoai di dpng tren toan quoc 
va sau do da ban l$i no cho AT&T de trP thanh ty phu. Con 
Bell mien Nam dupe tra tien de chcri co ve nhU nh$n dupe it 
nhat vpi tong cpng 76,5 tripu USD va phan tien bu d&p chi phi 
bo ra. Bell mien Nam hieu rat ro r&ng ngay ca khi hp khong 
the chcri de kiem tien Mng each thong thudng, hp van co the 
dupe tra tien de lam thay doi tro chcri do. 
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Vcri nhyn thu’c ro rang nhif vyy, sau khi tro chtfi ket 
thuc, mpt so cau hoi chic chin se dtfyc dyt ra trong dau byn. 
Vi sao Bell mien Nam khong doi han l ty thay vi 54 tri§u 
USD? Co le neu Bell mien Nam to ra chic lep qui thi LIN se 
quay sang mpt cong ty con khac ciia Bell, Thyc ra LIN thym 
chi co the dong y vcri mfe phan thtfcrng hyp nhat cao hem 
nhimg dieu nay se la rat rui ro. LIN co the se trcf thanh qua 
dat den mxXc khong ai mua lyi duyc, khi do toa an co the: 
tuyen vo hi§u hoa mure phi b) coi la "cam cura" va trong 
trtfcmg hyp nay Bell mien Nam se khong duyc nhyn bat ky 
mpt dong nao. 

Vi sao McCaw I^lI tra ti'§n de Bell mien Nam rut khoi 
cupc choi? McCaw khong the? chic chin rang Bell mien Nam 
se ty rut lui va neu co thi cung khong the biet scrm hay mupn. 
DI nhien doi vdi McCaw thi cang scfm se la cang tot. McCaw 
cung khong mu 5 n keo dai de co them nhuftg ngircri tra gia m6i 
- nhutig doi thu khong mong dyi. 

Vipc McCaw tra tien de Bell mien Nam bo cupc co the la 
sy kipn khong binh thircfng nhtfng hoan toan hyp phap. Luyt 
chong dpc quyen cua My noi chung cam nhftng ngtfdi tham gia 
dau gia tra tien de ngufti khac bo cupc. Tuy nhi£n, vy mua lyi 
doi vcri mpt cong ty co phan scr huXi c$ng dong (publicly 
traded corporation ) thi lyi nam trong phym vi cua luyt chting 
khoan va toa an cho ring luyt chumg khoan co quySn tfu tien 
trade so vcri luyt chong dpc quyen. Luyt chutig khoan khdng 
quy djnh cam doi vdri vipc tra phi de ngtfdi khac rut khoi dau 
gia ma chi d6i hoi cong khai mure phi. Y tirdng d day la trien 
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vpng nhan dupe mpt khoan phi nao do se khuyen khich nhftng 
ngudi choi yeu hem tham gia vao dau gia tir dau va nhcr do lam 
tang gia c6 phieu. Mpt khi da co vai ngudi tham gia dau gia, 
cac co dong cua cong ty dupe chao ban tat nhien se muon ngan 
can vi£c co ngudi tra phi de ai do nit lui. Tuy nhien, ca hai 
each deu nham de co dupe gia cao htfn. 

Vi sao LIN khong doi hoi phai co m$t dieu khoan khong 
cho phep ap dpng phi rut lui trong hpp dong ky vdi Bell mien 
Nam? Co le la LIN khong nghi d£n dieu do. Tuy nhien, dfi§u 
nay cung gay nen sp hieu ky. Neu LIN da ngh! den vipc khuyen 
khich Bell mien Nam tham gia dau gia bang each tra tien thi 
h<? dang le cung phai xem xet den trudng hpp se co ai do tra 
tien de Bell mien Nam rut khoi cupc dau gia. Khi do, hp co le 
da co the tim each ngan can vipc nay. 

Nhu* vpy, cluing ta da xem xet xong ba cau chuypn ve vipc 
trd thanh ngudi choi trong cupc. Holland Sweetener va Norfolk 
Southern deu phai tra gia. NhGtig ngudi chcfi khac hudng lpi tvr 
chi phi cua hp. Bell mfen Nam da lam tot hcfn nhiSu. Ly do hp co 
the kiem dupe tien la vi hp nh$n biet dupe ai diftig do htfdng lpi 
tit vi$c hQ tham gia vao cupc choi. Biet dupe dieu nay, hp da co 
the thUOng lupng de co dupe mpt phan trong lpi ich do. 

Mpt ngudi muon chpi trude het can tp hoi cau hoi cua 
Cicero: Cui bono? Ai dfmg do hudng lpi? Holland Sweetener 
va Norfolk Southern da khong lam dieu do. Nhutig Bell mien 
Nam thi co. 

Chung ta hay cung ap dung cac cau chuypn nay vao mpt 
tinh huong rat pho bien trong kinh doanh thudng nh^t. 
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Tra tfen de toi chofi 

Chuong dien tho^i reo. MQt khach hang tiem nang giai 
thich rang anh ta khong hai long vdi nha cung cap hi£n tai cua 
minh va muon ban dat gia de thay chan nha cung cap do. Do 
la mgt khach hang ldn cua mQt trong so cac doi thu cua ban. 
Va bay gicr, day se la ca h§i cua ban. 

Ban sc lam gi? Trade het ban noi vdi ngudi gpi dau day 
ben kia rang ban se gpi lai de noi chuyen vdi h q sau. Sau do, 
ban hoi ngirdi khach hang mQt so chi tiet de giup ban ra gia. 
Khi ban rdi khoi may di£n thoai, ban tap hdp nhom lam vi$c 
l^i va tich cQfc chuan bi cho vi$c dau gia. Mac du cu di£n thoai 
co ve than thi£n, ban biet rang do la mQt phat dan td xa va 
buQC ban phai lam vice cang thang han m$t chut va quyet li§t 
han mQt chut ve gia ca. 

Dang sau nhutig suy nghi cua ban la mQt stf ho nghi, 
rang khach hang co the dang dung ban chi de doi mdc gia re 
han td nha cung cap hi$n tai cua anh ta. Nhtfng do chinh la 
each ma tro chai diTQc bay ra. Neu ban khong ra gia thi ban 
chang co ca h$i nao de gianh dude moi lam an nay. Han the 
nufa, ban co the gay ra mQt an ttfQng thu djeh td phia ngudi 
khach hang kia va se het hy vQng lam an vdi anh ta trong 
ttfcrng lai. Lam the nao de giai thich vdi cap tren cua ban riing 
ban da bo Id ca hQi nay, nhat la neu khach hang do qua thi/c 
cuoi cung da doi nha cung cap? 

Do vay, ban nhi£t tinh ra gia. Co ve nhu* neu ban khong 
ra gia thi ban se khong co lqi han va chi co kha nang thigt di. 
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trong khi neu ra gia thi ban chi co the c6 lqi chu 1 khong bao gid 
thi^t. Khach hang cam an ban va hda se quay lai. Nhutig anh 
ta da khong quay lai nua. 

Ban co the lam the nao khac? Ban co the dat gia th&'p 
hem nhtfng chang co gi bao dam nhir v$y se tot hern. Do 
khong phai la mpt giai phap thut te. 

Van de doi veri chien lirqc con co ban hon the. Vi£c ban 
d£t gia thap se giup cho khach hang dat du*qc gia thap ho'n tuf 
ngirdi khac. Do la ket cac nhieu kha nang xay ra. Khach hang 
se dvrqc lqi sau do, trong khi ban chang co gi de khoe ca. 

Co ve nhir co mpt stf thuc gipc ty nhien de cgnh tranh 
dude tftfa ra chao mien phi. Sau het thi do chinh la dieu ma 
ngudi ta cho rang cac doanh nghipp deu phai lam, Anh 
muon dau gia tf? Toi se cho anh dau. Cac nha thau, kien 
true sir, nhdng ke giet thue - tat ca deu cho ban dau gia. 
Holland Sweetener va Norfolk Southern cung lam nhir vgy. 
NhiTng Bell mien Nam thi khong, it nhat la cung khong lam 
dieu do mien phi. 

Cau hoi dung d day can dat ra la: Dieu nay quan trQng 
den m&c nao doi v&i khach hang ma bgn muon trd gia? 
Neu vipc ban dau gia la quan trpng doi vdi ho thi ban phai 
dirqc thu lao cho vipc ban chcfi trd choi do. N€u nhir no 
khong that quan trpng thi ban se rat it kha nang co dude moi 
lam an do va tham chi con it kha nang kiem tien dude tur moi 
lam an do hern nda. Khi do, ban se muon suy xet lai vife dau 
gia cua minh. 
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Dieu nay ve ly thuyet thi dirtfc nhimg lieu no co the ap 
dung vao thyc tien nhir the nao? Ai cung muon dirtfc nhir Bell 
mien Nam de dude tra 76,5 trieu USD cho vi£c choi thua. Tuy 
nhien, trirdng hgfp nhir v$y rat hiem. Hau he* khach hang se 
ciTofi vao mui ban, tham chi con noi nhutig Idi khiem nha vcfi 
ban neu ban thirtim each doi h9 tra tien cho vi£c dau gia. 

Sir canh tranh la rSt c6 gia trj 

Dung bd qua n6 
Hay doi du , p , c tra ti&n 6h chai 

Se la hoi tho thien neu ban doi tra tien mat, va do cung 
khong phai la each thong minh. May m£n la co nhieu each 
khac de ban co the dirqc tra tien khi choi. Ban co the de nghj 
ho trtf cac chi phi de chuan bj dau thau neu co. Ban cung co 
the de ngh; tra trude ph'an chi phi ve von, chang h^n nhir chi 
phi de xay dtfng nha may. Ban co the de nghj trude m$t htfp 
dong mua ban dude dam bao. Dieu khoan cho phep ban xem 
xet la* Tan cuoi cung rat c6 gia trj: Ban se co dude moi lam an 
neu nhu* ban khdp dirtfc gia cua ban theo mure gia canh tranh 
nhat tren thi trudhg. 

De doi lai viec ban ra dau gia, ban co the de nghj dude 
tiep can vdi cac thong tin ve doanh nghiep. Dieu nay co the 
giup ban co co h$i thSng cu$c ldn hon. No se bien ban tir 
ngudi ngoai cupc trd thanh ngudi trong cupc. Day se la bude 
dau tien de ban hinh thanh moi quan he vdi khach hang. 
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Ho§c de doi lay vipc ban dau gia mQt phan cua doanh nghiep, 
de nghj cho dtfpc tim hieu ca cac phan khac cua doanh 
nghipp nufa. 

Cuoi cung, ban co the thir lg.t ngirpc van de. Thay vi dtfa 
ra gia cua minh cho khach hang, hay de nghi hp t\f neu ra mure 
gia ma hp san sang trao doanh nghi^p cua hp cho ban. De nghj 
ho dtfa ban mpt ban hop dong hoan chinh co ca gia de xuat va 
ban se quyet djnh ky hay khong ky. Neu b311 ky, khach hang se 
phai chuyen sang lam an vdi ban. Bang each nay, ban bao dam 
rang khach hang khong choi xau vori ban. Cac dai ly xe hoi 
hieu rat ro dieu nay. Thay vi ra gia trade, hp thirdng hoi khach 
hang co the tra bao nhieu. Sau khi nghe khach hang noi ra 
mure gia, hp se khon kheo noi: "Toi rat muon ban cho ong vdi 
mure gia do nhimg toi phai xin y kien cua giam doc da." Tuy 
nhien, tnrdc het, hp de nghi khach hang ky vao hpp dong vdi 
muTc gia da neu ra. Nhttng ngirdi ban xe khi do da biet r&ng 
neu hp dong y vdi mufc gia cua khach hang, hp se ban dirpc 
ngay va khong can phai thuttng lirpng lai fan nfra. 
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Bay each dunyc tra tiin khi chci 

1. Doi hoi dutfc ho trq chi phi tham gia dau gia, chi 
phi von dau tifban dau va iSt ca cac chi phi khac de 
tham gia cuqc chtfi. 

2. Yeu eSu ky hqp dong mua ban co bao dam. 

3. Yeu cau dieu khoan ve quyen dittfc xem xet l^i Tan 
cudi. 

4. Be nghi dirqc tiep can vdi thong tin tot hem. 

5. De nghi lam vi§c vefi ai do se danh gia cao cai ma 
ban se mang den cuqc chdi. 

6. De nghi dUtfc dau gia tren cac mang khac cua 
doanh nghigp, ngoai htfp dong hi£n co. 

7. De nghj khach hang dtfa ra mire gia ma tai do ho c6 
the ban doanh nghigp cua minh cho ban. 

Di nhien tien m$t cung rat fdt, song khong nhat 
thief. 

Tat nhien vcri ca mgt kho cac chien lirqc nhif vay, ban 
van co the khong difqc tra tien de chtfi, trong tnlfrng hqp 
nay ban co the quyet djnh khong chtfi nfta. Ket epe nay 
khong qua t§ nhtf* ban tircmg. Cac tinh toan v£ higu qua chi 
phi khien ban dau ban muon trd thanh ngirdi chtfi co the se 
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khong con dung. Dcfn gian la khong nen nghi rang chi d£u 
gia thi khong bao gicf bi thi^t. 

Tam chi phi ngam trong dau gia 

Co nhifag chi phi ngam lien quan den dau gia c§nh tranh. 

2. Ban luon co nhitng each khac de sit dying 
th&i gian mpt each hum xch hem 

Tham gia dau gia thudng ton nhieu thdi gian va no 
lye hdn la vice chi ngoi dQC cac con so tren bang gia. Thdi 
gian va no lye do thudng lai diryc chiem vi tri mi tien htfn so 
vdi cong vice phyc vy khach hang ciia ben. Theo chung toi, 
gift cac khach hang hi$n tgi ciia ban la khon ngoan han so 
v&i san tim khach hang cua nh&ng ngitdi khde . 

2, Khi hgn gianh ditife cong vi$c, bgn se mat tien 

Khi b^n thang va gianh difyc m§t moi kinh doanh, ben 
can phai ty nghi ngd doi chut. Co thyc ben muon co nhtfng 
khach hang den vdi ben chi vi gia cua ben re htfn hay khong? 
Khong phai. Khach hang ben gianh dtfyc chi vi gia re se noi 
cho ben biet rang anh ta khong trung thanh. Neu ben nghi 
r&ng gianh du*yc khach hang nay se teo ctf hpi cho ben kiem 
lyi nhu$n ve sau bang each tang gia thi hay nghi lei: b&ng 
each quay sang vdi ben, khach hang do da tiet 1 q cho ben biet 
anh ta la ngirdi sen sang thay nha cung cap chi de co duyc 
mufc gia re han. Tot han ca la hay chac chan rang bgn van 
co the co lai tai chinh mite gia md ban dang chdo dethu hdt 
khach hang. 
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Hay hoi chinh ban than minh: vi sao ngUdi trOPc byn lpi 
de cho khach hang do bo di? Co the la khach hang do da 
khong thanh toan dii tien. Hope cung co the anh ta la mpt 
ngiTcfi het sirc doi hoi. Neu nho do la mpt khach hang tot thpt 
sp thi ch£c doi thu cua ban da co gang gift lpi roi. Thpc te cho 
thay vipc bpn da co the danh cap dope khach hang do khien 
bam phai suy nghi can trong hon. 

Doi khi cung co nhftng giai thich hpp ly de thu hut 
khach hang. Co le thpc sp doi thii cua bpn lam an khong 
dang hoang khien khach hang phai bo di. Tuy nhien, trong 
trOcfng hpp nay bpn khong dm phai dung gia re de loi keo 
khach hang do. 

Nhin chung, rat kho loi keo dope khach hang ft ntfi 
khac bang gia re hon va sau do v5n tiep tyc co lai vfti chinh 
mure gia do. Chi khi nao bpn thpc sp co mpt co c£u chi phi 
thap hon cho phep ban giam gia so vfti doi thu thi ban mdi 
tiep tyc co iai dope. 

3. Doi thu cua bg.rt co the trd dua 

Dftng cho r£ng ban gianh dope khach hang tft tay doi 
thu xong la tro chdi ket thuc. Neu do thpc sp la mpt khach 
hang tot thi th§ng lpi cua ban ia sp thua thipt cua ngofti khac 
(con neu do la khach hang xau thi bpn da lam mQt vipc sai 
Tam). Nha cung cap troftc cua khach hang do se rat de tim each 
tra dua. Anh ta co the theo duoi mpt trong so cac khach hang 
cua byn. Anh ta co the khong gianh dope khach hang cua byn 
nhong bupc ban phai giam gia. Neu anh ta thanh cong trong 
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vipc moc khach hang khac cua ban thi ca bpn lan anh ta deu da 
bien hai khach hang cua minh tif sinh lpi cao thanh sinh lpi 
thap. Va ban thi doi khach hang da co moi quan hp sSn co de 
lay mpt khach hang ma quan hp bay gib men bat d'Su dupe 
thiet lap. Thpm chi neu doi thu cua ban that bpi lan dau trong 
vipc 161 keo khach hang cua b^n, anh ta co the tiep tyc thOr 
nhieu Tan nira cho den khi thanh cong. Hpu qua cuoi cung la 
ca hai ben cung thua. 

4. Cdc khach hang hi$n tgi cua bgn muon co U/i 
nhieu hon 

Mufc gia ban chao de co them khach hang mdi se kho 
dupe gift bi m§t. Neu cac khach hang hipn t^i cua ban biet 
rang ban sdn sang ha gia de co them khach hang mdi, hp chac 
ch^n se yeu cau ban cho hp hifbng mure gia it nhat la bang nhir 
vpy. Hp tham chi co the doi nhutig dieu khoan dir phong trong 
hpp dong dc bao dam cho hp luon co dupe mure gia tbt nhat 
ma ban chao cho tat ca nhutig ngtfdi khac. H£u qua cua vipc 
ban theo duoi khach hang mdi, du bzm co gianh dupe hay 
khong thi cung la cac khach hang hipn tpi ciia b$n se co mpt ly 
do de doi ban cho hp mure gia thap hon. Doi vdi ban day co the 
se la mpt chi phi rat Idn. 

5. Cdc khach hang m&i se su* dung mite gid thap 
nhtfthitdc do moc 

Tien lp xau se con di xa hcfn ntfa, khong phai chi doi vdi 
cac khach hang hipn t$i cua b$n. Hay nghi den lan tiep theo, 
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mot khach hang hoan toan mdi, chtfa he qua bat ky nha cung 
cap nao, den go cifa cua ban. Mure gia thap ban chao Ian nay se 
trcr thanh moc so sanh trong tat ca nhftng TSn tra gia sau vdi 
cac khach hang meti. 

6 . Cac doi thu cung stf d\mg mut gia thap nhit 
thu'&c do moc 

Tham chi ngay ca khi ban s§n sang chiu rui ro Ian nay de 
hy vQng tang gia lai trong tiftmg lai thi cac doi thu cua ban 
cung c6 the nghT r&ng mure gia thap do thi/c s\r la mdc gia cua 
ban va ha gia tuftfng urng. 

Tom l^i, ca cac khach hang hi£n tai, cac khach hang 
tiTtfng lai cung nhu 1 cac doi thu canh tranh se deu sur di^ng 
mute gia thap cua ban nhif m$t moc diem de djnh gia trong 
tirong lai. 

2 ± Se khong edi thi$n dityc tinh hinh neu cho doi 
thu cgnh tranh cua ede khach hang cua minh rrtQt Igti 
th& vS gid 

Ttftfng lai cua ban va cac khach hang cua ban co mqt moi 
rang bu$c ttf rihlSri. N?u tift/ng lai efia ban gSn vdi tutfng lai 
cua Coke, banjfce khong muon gitip Pepsi co dutfc mufc gia thap 
hon, TruT khi ban c6 nhtfng ly do rat chinh dang de tin ttfdng 
t*Sng ban vda gianh dittfc Pepsi, lai vufa glurdirqc Coke, con neu 
khong vi$c dau gia de c6 dirqc Pepsi se phai tra gia dSt. Ban 
giup dd khach hang cua doi thu cua minh va vi thel&m ton hai 
tori chinh ban than. 
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S. Ditng phd cdc ngdi nhd kinh cua doi thu 

Lam giam lgfi nhu$n cua doi thu khong phai luc nao 
cung la khon ngoan. Ban co the lo l&ng khi doi thu cua ban 
kiem dirge qua nhieu tfen 1 . Tuy nhien, dieu do khong co nghia 
la ban can phai d$t mqc tieu lam giam Iqi nhuan cua doi thu - 
cung giong nhtf ngtfdi dira thir cua FedEx khong nen ch<?c 
thung lop xe tai cua UPS. Dieu nay chac chan la mot y tirdng 
rat dd. 

Quan diem cho rang ban se thang khi doi thu cua ban 
thua la qua ddn gian hoa van de va tiem tang mpt moi nguy 
hiem. Hay nghi den canh tranh hgp tac. Neu ban lam giam lqi 
nhuan cua doi thu, anh ta se co it hdn de mat va co tat ca cac 
ly do de trd nen canh tranh quy?t li$t hem. Anh ta co the theo 
duoi cac khach hang cua ban mot each bat can. Ngtrqc lai, khi 
doi thu cua ban ki£m ditqc nhieu tien htfn, anh ta se co kha 
nang bj mat nhieu htfn neu lao vao cuqc chien tranh gia ca. 
Anh ta se con nem da vao nha ban truf khi chinh anh ta cung 
song trong mot ngoi nha kinh. Vi vay, hay giiip doi thu cua 
ban xay mot ngoi nha kinh de anh ta phai de chimg ban - 
nhimg nhd la mgt ngoi nha kinh, chuf khong phai mgt phao 
dai kien co. 

Khi co ngudi mefi ban tham gia dau gia, ban se rat de bj 
quyen ru ma lao vao cuqc. Nhifng bay gid ban da co mot so ly 


1 . Nguyen v&n: phai sdm hom di/ng tfen (ND). 




Ly thuyet tro cho*i trong kinh doanh 


A55 


do de xem xet trade khi quyet djnh nhay vao, hoac khong nhay 
vao n vta. Con neu cap tren cua ban co hoi vi sao ban khong 
muon choi mQt tro choi mi&n phi thi ban co the giai thich cho 
ong ta ve tam chi phi ngam khi dau gia. 

Mat kia cua vipc ban tham gia vao mpt tro choi khac la 
se co mpt ai do khac tham gia vao chinh tro choi cua ban. Ban 
se lam gi khi do? 

Gpi cho tat ca nhtfng ngudi choi. Chuong dien thoai lai 
reo len. Mpt Ian nu*a, do lai la nipt khach hang gQi den de noi 
ring anh ta khong hai long vdi nha cung cap hipn tai cua 
minh. Tuy nhien, Ian nay nha cung cap do chinh la ban. Ban 
hoi anh ta ly do khong hai long va anh ta noi v6i ban r&ng co 
mpt ngudi khac den chao anh ta cung mpt dich vy v6i gia chi 
bang mpt nifa. Va anh ta hoi ban se giai quyet chuypn nay 
nhir the nao. 

Do la mpt cau hoi tot. Ban thd mpt hoi that sau. Tiep do, 
ban ttf hoi xem khach hang kia co noi th$t vdi ban khong. 
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Tam chi phi ngam khi dau gia 

1. Bgn kh6 c6 kha nlng thanh cong. C6 nhung dch khlc 

su dyng thdi gran cua bgn t6t han II llm di&u 06. 

2. Khi b$n thing m6t m6i fam an, thifdng II bpn thing do 
gi£ thlp vl do v|y ban se bj mlt tiln. 

3. NgiPdi c6 m6i lam In d6 trudc b$n c6 khi nlng s§ tra 
dua - cuoi cung ban se thly ring minh dl dli khlch 
hang sinh jpi cao dl lly khlch hang sinh fgr| thlp. 

4. Thing hay thua thi bgn cung da l|p ra mpt mi/c gil thlp 
ban - clc khach hlng hipn lai cua ban se doi ban phai 
uoi dal hp han n&a. 

5. Ban dua ra mpt tiln le xlu - clc khach hlng mb’! se chi 
dung gil cua bpn llm moc. 

6. Cac d6i thu canh tranh cung dya theo m6c gil thlp ml 
b$n g6p phln tao ra. 

7. Se khong co Igr hon nlu ban trao Ipi thi vl gia cho d6i 
thu c$nh tranh cua chlnh khach hlng bgn. 

8. Hay suy nghT kilu canh tranh hop tic: dirng d|p v5> ng6l 
nha kinh cua d6i thu cua bpn - nlu chlnh hp dl bj tin 
thucmg thi hp se kh6ng tlm dch khilu khfch bgn nu-a. 
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Khong phai la khong co nbutig trirdng hgfp ngifcri ta ti/ 
t^io ra mgt cugc dau gia de khien nhufng nha cung cap hign 
tgii phai dtfa ra mure gia co lgi hon cho minh. Do la mgt mgo 
re tien. No khong hay ho gi ve mat dao dufc va ve lau dai 
cung chang mang lai hipu qua. No dat cac nha cung cap vao 
tinh huong cung thua. Dap urng yeu cau cua khach hang do 
la mat tien, nhtfng tur choi thang thufng cung khong tot horn. 
Mpt khi khach hang da ty cho thay hp la ngirdi noi doi, thyc 
s\T gan nhir nha cung cap va khach hang da khong the lam 
vipc cung nhau duyc nira, nhir each ngifcri ta hay noi "beri vi 
meo da chui ra khoi bj” (xem them trong chirang ve Chien 
thugt). Con ggi dign cho doi thu de kiem tra xem thong tin 
do co th§t hay khong thl sao? It nhat a My, di£u nay bj coi 
la bat hyp phdp. 

Thoi dirge, ban cur gia su* rang khach hang cua ban da 
noi sy that. Ban phai lam gi bay gid? Chap nhan va ha gia? 
Co the khong nhat thiet phai lam nhir vay. Trtrcfc het, can 
nh4c nhcr khach hang ve cac Ipi the cua ban, di nhien vefi gia 
djnh r£ng khach hang cua ban la ngtfcfi tot. Nhan manh de 
hg thay r&ng doi nha cung cap la tur bo moi quan he tot dpp 
da duyc cong nhan de chuyen sang noi hg chira he biet den 1 . 
Ngay ca khi vdi mure gia thap hem, hg cung co the se hoi han 
ve quyet djnh cua minh. Neu khach hang thyc si/ coi trgng 


l. Nguyen vSn: nhay vao cho to1 (ND). 




quan hg thi ban rat co the van se gift dugc moi lam an nay 
ma khong can phai giam gia. Cung co the ban can phai dira 
ra them mgt chut tfu dai ve gia nfta nhtfng khong nhat thigt 
phai lam tat ca nhftng gi khach hang doi hoi. 

Con neu dfeu nay khong mang lai kct qua, van chtfa co 
nghTa la ban se phai nhtfgng bg va giam gia. Co le tot htfn 
het la eft de khach hang ra di. Giam gia theo khach hang co 
the se rat thigt cho ban, bdi vi cac khach hang khac cung co 
the nghe dirge ve vigc nay va yeu cau ban cung giam gi3 
tircfng tft cho ca hg nfta. Tham chi co the ban con bj rang 
bu$c bdi hgp dong vfti hQ ve vigc phai cho hg hircfng cung 
mftc gia thap nhat. 

De cho khach hang ra di cung kho kh5n nhir nuot vien 
thuoc dSng, nhimg co the ban se chi phai lam nhft v$y mgt Tan 
duy nhat. Co the co trftcfng hgp doi thu cua ban thfta mgt it 
nang lftc san xuat khong dung den - nhft thfta mQt vien dan 
trong khau sung cua anh ta - va se tim kiem myc tieu cho vien 
dgn do cho den khi bat gap- Neu ban dau tranh va gift dirge 
khach hang nay thi khach hang khac cua byn co the l^i trft 
thanh diem ng&m va eft nhir v%. Ban co the rat kien dinh de 
gift dirge tat ca cac khach hang cua minh khoi tay doi thu 
nhimg khi do se den lirgt lgi nhugn cua ban ra di. Mgt chien 
thang chang lay gi lam hanh dign. 

Co le ban eft nen de doi thu Mn vien dan ra va chiem 
dftgc khach hang cua ban. Tuy nhien, neu nhuftng lan nay se 
khien doi thu cua ban tiep tftc lan tefi doi vcfi cac khach hang 
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khac nda ciia byn thi ban se phai tim each gilt hQ, mac du phai 
chiu mpt phan thiyt hyi. De quyet dinh can lam gi, byn nen ti/ 
hoi doi thu cua ban se lam gi neu gianh diTQc ho§c khong 
gianh difQc khach hang. 

Cho den nay chung ta da xem xet vi$c bat dau tham gia 
vao mpt tro chcfi va can phai phan ung nhir the nao khi mpt ai 
do - khong dufQc chao don - nhay vao chcfi tro choi cua bgn. 
Bay gift chung ta se chuyen sang chien lu'O’c dira nhtihg ngtfcfi 
choi khac vao cuqc chcfi. 

2. Dira nhuTig ngtfdi chtfi khac vao cuqc 

Nhutig ngirdi choi trong m$t tro chcfi thtfdng muon m a 
rpng so ngirefi cung tham gia. Chung ta da tuttg thay mQt so vi 
dy ve dieu nay. LIN difa Bell mien Nam vao de lam ngtfdi bo 
gia thu* hai trong cuqc dau gia, con Gainesville dira Norfolk 
Southern vao de trer thanh nha cung cap thfrhai. 

Chung ta se bat dau phan nay bang viyc dira them khach 
hang vao cuqc chcfi. Sau do, chung ta se chuyen sang cac nha 
cung cap. Va chung ta se tiep tyc kham pha ph'an con lyi cua 
Myng gia trj. Byn dT nhien con muon du*a them vao nhufng 
ngirdi bo try, va trong mQt so trifdng hQp, dira them vao doi 
thu cynh tranh cung co the trer thanh co lqi cho byn. 

Dira khach hang vao cuqc 

Dira them khach hang vao cuqc la mQt y tiTOng hay. MQt 
Igi ich nhan ti'en la chiec banh se trd nen to hon. Nhieu khach 
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hang ho'n co nghla la doanh thu nhieu hon va dieu nay dan 
den lgi nhuan cung lcfn hon. Con co mgt lgi ich khac. Co them 
nhieu khach hang hdn thi se khong co khach hang nao la het 
sure quan trgng. Dira them khach hang vao cuqc se lam giam 
gia trj gia tang cua tat ca cac khach hang hign co. Dieu nay dat 
ngircri ban vao vi the thudng lirgng cao hdn so vdi cac khach 
hang. Nhur v£y, doi vefi ngtfcfi ban, day la mgt th&ng lgi kep: 
chiec banh to ra va anh ta co dirge phan Idn ho’n. 

Hay nhd lai tro chdi Quan bai. Barry da r£t co lgi khi 
lam mat di ba quan bai. Phan banh cua Barry to ho’n mac du 
ca chiec banh thi nho lgi. Se con tot hon nufa neu Barry* 
khong danh mat quan bai den nhimg tim dirge them ba quan 
bai do thufa nufa va dira cho cac sinh vien. Khi do, thay vi 
chOi bai vdi 23 quan den va 26 quan do, Barry se choi niQt 
tro choi m 6 i vefi 26 quan den va 29 quan do. Mgt Ian ntfa, 
khong sinh vien nao dufng rieng re co dirge gia trj gia tSng. 
Tuy nhien, trong trudng hgp nay, chiec banh to ra thay vi 
nho di. Va Barry 7 con tMng dam hon ntfa vert phan to hon 
trong chiec banh cung to hon. 

Dieu nay se rat tot neu nhiT ban giur toan bg mgt phia cua 
thi tnrcfng cho ban than, nhu trtfdng hgp cua Barry. Con khi 
ban phai doi mat vgi canh tranh thrsao? Ban dita them khach 
hang vao cugc, nhimg chira chac hp deu thugc ve ban. Chi phi 
de phat trien thi trircfng va kich thich nhu cau la rat d£t, tai sao 
ban lai phai lam nhur v$y trong khi doi thu cua ban cung co the 
cung hoong Igi? 




ty thuyet tro chai trong kinh doanh 


161 


Cac can cau bat hoa 

Cong ty Harnischfeger Industries la mpt cong ty c a khi 
a Milwaukee san xuat cac can cau di dpng. The nao la din 
cau di dpng? Cac cong ty san xuat do go nhir Georgia-Pacific, 
International Paper v& Weyerhaeuser thtfdng chuy£n cdc 
khuc g6 tit ntfi nay sang ncfi khac trong khu san xuat bang cac 
xe chd go c a dpng * d6 la nhurng chiec xe chpy dipn diesel 
kiefu xe nang lopi rat 1cm co cac thanh nang hinh chiec dia cr 
phia <fau. Vao giuTa nhuTng nam 1970, nhifrig chiec can cau 
chuyen dpng di dpng vdi nhtfng ham qu$p rat ldn de nhac 
bong cac khuc go len triTcfc khi chuyen di da dan thay thS cho 
cic xe nang hpng n£ng. 

Nhting chiec can cau nay cho phep di chuyen cac khoi g6 
xung quanh khu san xuat mpt each hieu qua htfn. Ve ly thuyet, 
neu cong ty Harnischfeger co thS thu lpi tren toan b$ phian chi 
phi tiet ki§m dirpe nhd do thi cuf vdi moi chiec can cau, cong ty 
co the thu lpi 5 trieu USD. Tuy nhien, nam 1987 Harnischfeger 
co them mpt ddi thu c?nh tranh la Krano, m$t cong ty nho san 
xuat c$n cau do chinh m$t sd nha dieu hanh cu cua 
Harnischfeger lpp ra. Do vgy, khong ngpc nhien la san pham 
cua Krano vi mufc chi phi khong khac nhieu l&m so vdi cua 
Harnischfeger. 

Do litpng khach hang den mua thira thdt, hiem khi c6 
hem mpt khach hang cung den hoi mua mpt luc nen m6i khach 
hang deu co the khien hai cong t> r phai cpnh tranh trpe ti£p. 
Bing each dau thau, khach hang co the chiem toan bp phan lpi 



Ngirai cho>i 


162 


nhuyn 5 trigu USD doi vdi moi can cau. Do chinh la van de ma 
Hamischfeger phai doi myt. 

Ligu Hamischfeger co nhtfng phircfng an hfa chgn nao 
de thay dSi tro chcri? Mgt kha nang la each tiep c|n th&ng - 
thua cS dien: Krano la mgt cong ty mdi hoyt d$ng chu yeu 
bSng ti£n di vay va hg dang trong tinh tryng thieu tien myt 
trong khi Hamischfeger luon co tien day tui. Mgt cugc 
chien gia ca keo dai co the day Krano den cho chet. Tuy 
nhien, dong thdi dieu do cung lam ton hyi d?n tui tien cua 
Hamischfeger nfra. Vi vay, co mgt each tot htfn de thay doi 
tro choi: do la tim them ngtfdi mua. 

Thay vi cynh tranh gitfa mgt nhom nho cac khach hang 
hign tyi, Hamischfeger dang le co the tim each tyo ra them 
nhi'eu khach hang ntfa. Vigc tiet kigm chi phi chi co dugc khi 
sir dyng can earn di dgng d khu viTc s£n xuat dude bo tri theo 
each co the xu* ly nguyen cac cay g6 dai. Tuy nhien, phUn ldn 
cac xudng san xuat go deu dirge thiet ke td trirdc khi cong 
nghg xirly go dai ra ddi: Do vyy, hg thudng sir dyng cac khuc 
go ng&n va can cau di dgng khong giup hg ti?t kigm dirge chi 
phi. Hamischfeger dang le co the md rgng thj tnTdng Mng 
each gidi thigu cho cac xirdng nay nhufng diem uu vigt cua 
cong nghg mdi ve xirly nguyen cac cay go dai. 

Nhimg neu nhutig ngirdi mua mdi do lyi chgn mua cua 
Krano thi sao? Khi do Krano se thang ldn. Ligu day co phai la 
van de khong? Di nhien la khong. Day se la mgt cugc chtfi vdi 
ket eye cung th£ng. Ban than Krano co nhieu khach hang den 
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vdi hp hem se dor rao riet theo duoi cac khach hang den vdi 
Harnischfeger hem. Va nhting ngirdi mua thi khong the chcfi 
tro day hai ngudi bin doi dau nhau de hudng lpi. Nhu* vyy, vcfi 
moi khach hang, ca Harnischfeger va Krano, deu co the nhyn 
dudc mpt phin nhieu hefn trong so 5 tri$u USD noi tren. 

Khong can them mpt cupc chien tranh gia ca nao ca. 
Krano khong can phai thua de Harnischfeger dtfpc thing. 
Hay nhd den canh tranh hqfp tic, khong phai chi dem thuin 
cgnh tranh. 

Tren thi/c te, cung thing d day se la thing lpi ldn doi vdi 
Harnischfeger bdi vi Krano chi co nang lye hgn che ve che t$o 
can cau. Hp khong th£ kham noi dong thdi nhieu khach hang. 
Day la mpt trong cac tinh huong khi doi thu con rat it d?n 
trong sung. Khi cac vien dyn nay da bin di thi Krano se khong 
the lam gl h^i den Harnischfeger nifa. 

V|y dieu gi thyc sy da xay ra? Harnischfeger da ch(?n 
each tiep tyc chien tranh gia ca - mpt each tiep c£n kidu thing 
thua nhutig cuoi cung ket eye lyi la cung thua. Krano bupc 
phai xin pha san nhutig cong ty niy khong bien mat han. Mpt 
cong ty ctf khi che tqio hang dau cua Phan Lan - cong ty Kone - 
da mua lyi Krano va bay gid thi Harnischfeger dang phai doi 
myt vdi m$t doi thu sting so hem nhieu. 

Cac chi tiet trong cau chuypn cua Harnischfeger co the 
tim thay trong cau chuypn cua rat nhieu doanh nghiep khac. 
Hay lay cac hang san xuat may bay lam vi dy. Cac defn d$t 
hang mua may bay thuting co gia tr; rat Idn nhtfng khong 
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thudng xuyen, vi v£y cac c6ng ty san xuat may bay nhir Airbus 
va Boeing deu nghi rang hg bugc phai th&ng. Cac hang hang 
khong thircfng m^i c6 kha nang chtfi tro day hai cong ty nay 
vao the doi tfau tri/c tiep. Neu m§t trong hai cong ty nay co the 
lam each nao do loi keo them mgt vai khach hang nira thi se c6 
the t$o ra mpt si/ khac bigt rat ldn. Kill do, thgm chi neu cac 
khach hang mcri deu den vdi Airbus thi cung ch£ng co van de 
gi doi vdi Boeing. Ly do d day la nang lyc san xuat ban che. 
Neu Airbus th&ng lien tyc vai don d$t hang thi hg se rtfi vao 
tinh trying qua tai, phai keo dai thdi han giao hang. Khi do 
Boeing co the hura giao hang nhanh htfn va se co co hgi rat tot 
de gianh du'<?c cac hyp dong tiep theo. Nhifng neu chi co it 
khach hang, khong du de tgo ra tinh trang qua tai thi Boeing 
khong the de cho Airbus th 3 ng bat ky Tan nao. Moi hyp dong 
bj mat se dijt mgt ap lyc ldn hon len chi phi quan ly cua 
Boeing. Cgnh tranh se ngay cang nong len mgt khi ca hai deu 
khong kiem dirge du tien. Chi can mgt sy d;ch chuyen nho 
trong so khach hang it oi, each nay hay each khac, deu co the 
lam thay doi dang ke tittfng quan lyc luyng cua hai ben tren 
thtftfng trirdng. Day mgt Ian ntta lyi la trd chOi Quan bai. Chi 
mgt thay d6i nho trong so quan bai den ho§c do la du de thay 
doi hoan toan tuong quan lyc luyng trong tro chcfi. 

Dtfa them khach hang vao cugc la dieu co lyi. Dieu nay 
dung ngay ca khi b^n n§m dgc quyen trong tay va se quan 
trgng hon khi ban phai canh tranh. Ve each lam the n&o de 
diTa them khach hang vao cugc, chung ta da khao sat mgt so' 
kha nang lya chgn. Mgt trong so do la dao tao thi trirdng* nhir 
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Harnischfeger da co the lam vdi cong nghy xd ly go cay. Mpt 
each khac la tra tien de ho chtfi, y tirdng nay chung toi da phan 
tich trong phan dau cua chifcmg. 

Doi khi tra tien de khach hang chcfi tro choi cung ban, 
dye biyt trong giai doyn moi thur van con mdi me doi vdi ho la 
rat can thiet. Byn can phai ty lan qua bong trirdc de lay da. 
Mot vi dy co dien la ban cac djeh vy ve myng. Cang nhieu 
khach hang sir dung American Online thi no lyi cang dtfyc 
danh gia cao hon bdi vi nhimg ngydi dung no se lien lyc tryc 
tuyen dtfyc vdi nhieu ngirdi khac htfn. Cung nhiT vyy, cang 
nhieu ngirdi co ProShare - ho thong h$i nghj cau truyen hinh 
cua Intel ma chung toi da nh&c den trong chirong Cyn/i tranh 
hyp tac - thi gia trj cua no doi vdi tutig ngydi cung se cang 
tang len. Se co nhieu ngirdi goi cho byn ho*n va byn cung goi 
diryc cho nhieu ngirdi hem. 

American Online da hieu r&ng ho can phai chju 16 ban 
dau *■ thyc te' la tra tien de moi ngirdi dupe chcri - nham xay 
dyng cho minh mpt cd sd khach hang tnrdc. Cung nhir vyy. 
Intel da phai try gia cho ProShare. May m&n la ho khong phai 
tra tien cho tat ca moi ngirdi de chcri, bdi vi mpt khi da c6 m$t 
lyyng dang ke khach hang tham gia v£o myng thi nhutig ngirdi 
tiep theo se ty nguypn gia nhyp. 

To churc mpt cupc vui cung khong khac lam so vdi bat 
dau xay dyng mpt myng lien lye. Khong ai muon den mot 
quan dem vang khach, do vyy cac quan nay thirdng bSt dau 
bSng vipc cho vao eda mign phi va thym chi do uong miln phi 
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vao dau buoi chieu de khdi dong va thu hut khach mdi. Cac 
quan dem tra tien cho m$t so ngtfdi chori de d6i lai nhuftg 
ngtfdi con l$i se tra tien cho hg. 

Cac bao va tgp chi cung thtfdng bao cap cho mgt so 
khach hang cua minh. Do la vi hg co hai logi khach hang: 
nhutig ngirdi dgc va nhuhg ngirdi quang cao. So ngudi doc 
cang $dn thi cac nha quang cao cang s&n long tra cao htfn. De 
khuyen khich tang an ban bao chi, cac nha xu£t ban thudng 
ban chung vdi gia thap hem ca chi phi san xuat. Doanh thu 
tang tef hogt dgng quang cao thufa du de bu dip cho chi phi 
bao cap ngudi dgc. Nhieu nha xuat ban thgm chi sin sang 
phat khong cac td bao cua minh hogc cho hg them tien, mi&n 
sao hg co dgc td bao do. Van de la d chd n?u gia xuong qua 
thap thi vige dgt bao khong chting to bat cti s\r ham thich hay 
quan tam nao va nhutig ngirdi quang cao lo nggi rang c&c £n 
pham se bj vut di ma khong dude dgc dfn. 

Co mgt each khac nfta de dtfa khach hang vao cuqc la 
nhgn biet va khuyen khich cac san pham bo tr<j. Vigc phat 
trien cac san pham bo trgr se loi keo them khach h&ng den vdi 
tro chcfi mgt each td nhien. Chung toi da gidi thigu y ttfdng 
nay d chtfOng Cqnh tranh h$p tac va chung toi se con noi 
den no ntfa dudi day, trong phan ve "dtfa them ngudi bo trg 
vao cugc". 

Cuoi cung, hay thd trd thanh khach hang cua chinh minh. 
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Sau The chien thd nhat, cac nha san xuat may bay cua 
My la Boeing va Douglas deu gap kho khan. Hq khong con 
nhyn dude cac dcrn dyt hang ve may bay quan stf, trong khi 
nganh hang khong dan dying chita kjp "cat canh". Co hoi tot 
nhat khi do la vy dau thau may bay cua Cong ty BiTu chinh My 
de chuyen thtf dudng khong. Li$u ngtfdi th&ng thau se mua 
may bay cua Boeing hay Douglas? Boeing khong chd v$n may. 
Cong ty nay tryrc tiep tham gia dau thau hqp dong vdri buu 
di$n va da thang cuqc. Boeing da che t$o cac may bay va dyfng 
nen chinh hang hang khong United Airlines ve sau nay de sir 
dying nhtfng chiec may bay do chuyen thir. Nham bao dam thi 
trudng cho nhtfng chiec may bay cua minh, Boeing da tyrtgo ra 
khach hang rieng cho minh. 

Cung nhir v$y 3 khong phai ng§u nhien ma cac hang san 
xuat 6 to lyi dong thdi lam dgi ly cho thue 6 to. Ford sd hull 
Hertz va mpt phan cua Budget. Chrysler sd huru Dollar va 
Thrifty, dong thdi dau ttf vao Avis vdi dieu ki§n 20% so xe 
trong doan xe cho thue cua Avis phai dude mua tuf Chiysler. 
GM cung co 25% co phan trong Avis, de doi lyi 60% xe cua 
Avis se dirqc mua tu 1 GM. Trong vong 7 nam, GM con $d hufu 
mpt phan cua National. Mac du GM da ban doanh nghiyp nay 
thang 4 nam 1995, cac chu mdi cua National vlin dong y mua 
dai han cac xe cua GM. Cu6i cung, Mitsubishi cung mua co 
phan cua Value Rent-a-Car. 

Viyc phat trien hoyt dying cho thue 6 to giup cac nha san 
xuat ban du*yrc nhieu san pham cua minh hem. No con cho 
phep nhumg nha san xuat nay kiem soat c&c loyi xe ma dyi ly 
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cho thue xe sir dyng. D&y la m$t each rat hufu hi£u cho khach 
hang dupe lai thir tren nhtfng chiec xe nhan hi^u mdi. 

Trd thanh khach hdng cua chinh minh la mpt c£ch thufc 
tot d£ phat trien thj trtfdng, dam bao co nhu cau va dat dupe 
doanh thu cao. 


Dir a khAch hang vao cupc 

1. Giao dye thj tnrfrng. 

2. Tra tiAn d4 khach hAng <36ng vai trd cua h 9 trong 
cupc choi. 

3. Bao eSp mdt s 6 khAch hAng dAu tldn va cAc khAch 
hAng sau so tra tiln. 

4. Hay ty> tr 6 thanh khach hang cua mlnh 6k phAt 
tri&n thj truing, bao 6k m cd nhu ciu vA d^t dippc 
quy mo doanh thu. 

Dvra nh£ cung effp vao cupc 

Cung giong nhir dUa khAch hang vao tro choi, dira nhA 
cung cAp vao cuqc cung la mpt y tirdng hay. Vdi s 6 nha cung 
cap nhieu hon tren thj truftng, khong ngtfciri ndo se c6 \q the 
quan trpng tuyet doi va dieu nay d£t ngtfdi mua vao vj th£ 
tot htfn khi thtfong lupng. Lam the nao ban co the dtfa dtfpc 
cac nha cung cap vao cupc? Cung nhtf doi vdi khach hang, 
mpt trong cAc each la tra tien cho hp choi. Con c6 mpt each 
nufa: lap ra cac lien minh mua hang. 
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Dung mua Bao hiem y te ma thieu chung toi. Thang 5 
nam 1995, American Express, IBM, ITT, Marriott, Merril 
Lynch, Nabisco, Pfizer va Sears cung vcfi hai cong ty Icfn 
khac khong muon neu ten d day da lap ra mQt lien minh 
mua hang de mua san pham bao hiem y te cho nhan vien 
cua minh. Ket qua cucu cung la 600.000 nhan vien va cac 
thanh vien gia dinh cua hQ da cung mua bao hiem y te 6 
mpt ncri vori tong tri gia len den tren 1 ty USD. 

American Express da chiing to rang lien minh mua 
hang la rat c6 lpi. N&m 1994, cung vcfi s\r tham gia cua 
Merril Lynch va Macy’s, American Express da thir nghi£m y 
tircfng nay tai California, Florida, Texas, New York City va 
Atlanta. Ket qua \k ho da giam dupe 7% tong chi phi de mua 
bao hiem, Ngtfpc l$i cac cong ty ngoai lien minh phai chju 
mile phi bao hiem y te con tSng them 7%. 

Tham gia vao lien minh mua hang mang lai mpt lpi ich 
hie’n nhien til quy mo. NhCftig ngtfpi ban bao hiem y te hieu 
r&ng ho khong the cho phep minh danh mSt ca hpi lefn la lam 
vi§c vdi ca lien minh, do vay hp rat nang no trong dau gia. 

Tuy nhien, do chtfa phai da het. Con co mpt ngu'dn sufc 
manh thuf hai - tham chi con quan trpng htfn nufa. American 
Express va cac doi tac trong lien minh da thu hut du*pc tpi 
tren 100 nha cung cap tham gia vao tro choi. Ket qua la 
khong co mpt nha cung cap n&o co gia tri gia tang dang ke 
va dieu nay da dat lien minh vao mpt v} tri het silc co lpi. 
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Con so tren 100 nha cung cap tham gia dau gia la rat 
nhieu, nhieu hern bat ky mpt thanh vien rieng re nao trong 
lien minh co the thu hut, American Express c6 the keo doqc 
5, tham chi 10 nha cung cap bao hiem y te - nhdng con xa 
mdi den doqc too. Quy mo cua American Express khong du 
dc bu d£p l^i chi phi v£ thdi gian va nhtag n6 ly*c bo ra d£ 
thanj*gia dau gia. Co hpi de thtag ddn gian la qua nho. 
Nhtfng de gianh dude l ty USD td hop dong vdijien minh thi 
myt cor hyi rat nho cung da la qua du. Do chinh la iy do ca 
tram cong ty deu thay dang de tham gia vao tro choi nay. 

Ngay ca khi American Express co the thu hut doqc 
hang trSm cong ty tham gia dau gia cho minh, hQ cung 
khong the danh gia doqc m$t each cong Mng tat ca cac chao 
gia don gian bbi vi vipc nay qua ton kem. Con lien minh thi 
co the cung chia se chi phi de danh gia ca tr 5 m bp ho sO 
khac nhau. Vong Ida chyn cuoi cung se la vong het sut tong 
hop. Mpt ban giam khao sc phong van tat ca cac dai diyn 
tren cac ke ho$ch doqc trinh ien ve cac thu tyc trong nhong 
trudng hop kho giai quyet trong y te. Mdi tag vien phai 
cung cap 25 so do ve thu tyc cho cac trudng hop phurc typ, 
chang han nho nh|p viyn lyi vdi cung tinh tr$ng hay ch£t 
dpt ngyt. 

Lien minh mua hang cua American Express tiep tyc 
md ryng them vdi nhtag cai ten khac ntfa. Modi thanh vien 
chinh thufc da gap modi thanh vien trien VQng de thao luyn 
ve cac sang kien mua s&m khac. Tong the ca nhom - co quy 
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mo 1cm gap 6 lan v6i tren 3,5 triqu ngtfcfi diryc bao hiem - 
hiqn dang tiep tyc dam phan ve bao hiem bqnh tam th$n, 
diryc pham va cac quyen lyi bao hiem y te khac nufa. 

Cac li£n minh mua hang pho bien hem nhieu ngtfcfi 
van nghi. Cac cau lye by mua hang nhtf Price/Costco va 
Sam’s chinh la mqt d$ng lien minh mua hang. Thay vi mqi 
ngtfdi ty di ra cac sieu thj gan nha va quyet dinh xem mua 
lo^ii thuoc danh r 5 ng hay bcf \$c nhan hiqu nao, hq de cho 
nhutag ngi idi mua hang chuyen nghiqp cua Price/Costco 
quyet djnh hq. Cac cau lgc bq nay thtfcrng khong co hang 
hoa phong phu de chao, nhtfng doi lqi, gia ca se rat mem. 

L|p ra cac lien minh mua hang la mqt chicn lirgrc rat 
him hiqu de loi keo nhieu nha cung cap hern den vciri minh. 
Chung toi tin rang ngay cang co nhieu cong ty - it nhat co 
the neu ten ba nhom la cac hiqu sach rieng le, cac thtf vien 
trtfdng dyi hqc v& cac b£nh vien - co thS se co lyi rat nhieu 
neu ap dyng each tiep can nay vao viqc mua hang. 

Luyt chong dqc quyen ciia My khong hyn che viqc 
th&nh lyp die lien minh mua hang. Cac thanh vien trong 
lien minh cung khong bi bupc phai mua cung vdi cac thanh 
vien khac quyet dinh mua cuoi cung phai la ty nguy^n. Tat 
nhien moi thanh vien luon chju nhufng ap lye ve tai chinh va 
tvf phia cac th&nh vien khac de hanh dqng theo lien minh. 
Va mqt lien minh cung khong duyc phep n£m "quy$n lyc 
thao tung thj trtfdng" ma theo djnh nghia la kiem soat tren 
30% thj phan. 
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Oira cac nh& cung clp vao cugc 

1 . Tration d 4 hg chai. 

2 . L$p ra lien minh mua hang d£ trd thanh m$t 
ngudi mua mgnh han. 

3 . Hay tu lam di£u nay: trd thanh nha cung c£p cua 
chlnh bgn de bao dam ngu6n cung va tao ra canh 
tranh. 


Dira khach hang va nha cung c£p vao cugc la y ttfdng 
hay. Chien lirgc dira nhftng ngudi san xuat cung cac san 
pham bo trd vao cugc cung vgy. Dieu nay lam tSng gia trj gia 
tang cua bgn. Vdi cang nhieu san pham bo trd, san pham cua 
b$n cang co gia trj doi vdi khach hang. Th|m chi se con tot 
han ntfa neu cac san pham nay khong d£t tien. Nhif v$y ban 
se muon co cang nhieu san pham bo trd cang tSt tham gia 
vao tro chai d£ chung cgnh tranh vdi nhau. Cang nhieu, ban 
se ding co Igi. 

Lam the nao de dua them ngudi bo trd vao cugc? Y 
ttfdng v? mgt lien minh mua hang chinh la ldi gdi y. Neu ban 
manh han cac khach hang cua minh, b^n c6 the giup hg co l(?i 
han khi mua cua nhtfng ngudi san xuat san pham bo trd hign 
tai. Cung giong nhir lien minh mua hang cua American 
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Express da loi keo duyc nhieu nha cung cap hern tham gia v&o 
tro chtfi, quy mo ldn hefn cua ban se loi keo them duyc nhtfng 
ngUcri bo try va co cO hyi duyc giam gia ve sau. 

Chung ta da thay myt vi dy trong chuong Cqnh trank 
h<?p tac ve MacBains va typ chi hang tuan chuyen ve xe hcri 
da qua sir dyng, ter La Centrale cua hy. MacBains hiTa vdi dye 
gia cua minh se giup hQ co duyc nhtfng dich vy bo try vefi gia 
thap nhat nhu bao hiem xe, dich vy tai chinh va bao hanh. 
Hq da tyo ra myt lien minh mua hang hiyu qua cho cac dye 
gia va bang each do co the dam phan veri nhieu nha cung cap 
dich vy bo try hon la cac dye gia cua hQ ty minh lam dieu do. 
Ket qua la dye gia cua La Centrale da tiet kiym duyc ti§n khi 
mua cac dich vy bo try. 

Chung toi cung da nhac den kha nang cac cong ty bao 
hiem xe hcri cung co myt chien luyc tirong ty. Hq co the dam 
phan veri cac dyi ly de giup khach hang cua minh mua dich 
vy bo try cho xe mdi myt each co lyi hefn. Myt s 5 nha bao 
hiem nhir USAA, myt so Lien doan Tin dyng va AAA (Hiyp 
hyi O to My) da lam nhu" vyy, it nhat la d myt chUng myc 
hyn che. Chung toi cho r&ng chien luyc nay nen duyc nhan 
ryng ra ntfa. 

Cac cong ty bao hiem lern di nhien co the dam phan 
duyc mdc gia tot hun so veri cac khach hang thong thuerng. 
Trong khi myt ca nhan chi co the den khao gia va xem d vai 
ba dyi ly khac nhau, mQt cong ty bao hiem co the thu hut 
duyc tat ca cac dyi ly tren toan quoc den dau gia cynh tranh 
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de gianh hgp dong vdi hg. Mgt cong ty bao hiem co the tiep 
cyn tat ca cac dyi ly cua Ford trong nirdc va noi rang hQ se 
chuyen tat ca clc khlch hang cua minh den dyi ly nao co 
dugc mure chao gia hap din nhat. Mgt khi hg da dam phan 
dirge trong mgt khu vyc nhat djnh, cong ty nay se biet dirge 
mute gia bao nhieu la co the dirge va sir dyng thong tin do de 
tiep tyc dam phan d cac khu vyc khac. 

Doi vdi nhtfng ngirdi mua xe hoi, dieu nay se co nghia la 
hg khong con phai myc ca vcri dyi ly. Khi mgt ngirdi muon 
mua xe mert, hg chi can ggi dign cho dyi ly bao hiem cua minh, 
noi ten hang san suat va nhan higu xe ngtroi do muon mua. 
Ngirdi dyi ly bao hiem kia se noi cho hg biet mure gia re nhat 
cung nhir ten cua dai ly ban xe gan nhat sin sang ban vdi mute 
gia do. Vigc mua xe mdi khi do se re hon, nhanh hon va d& 
dang hon. Ngufti ta se muon mua xe nhieu hon va dl nhien 
cong ty bao hiem se co nhieu khach hang hon. 

Neu cac cong ty bao hiem khong mud'n ty minh dinh vao 
vigc mua xe thi sao? Hg van co the thyc hign chien lu*gc nay 
blng each lien ket vdi mpt trong so cac cong ty chuyen cung 
cap cac djeh vy mua xe hign co, nhir CUC hay Mass Buying 
Power la hai vi dy cy the. 

Bang each nay hay each khac, cac cong ty bao hiem se 
thay lgi ich thiet thyc ve sau cua chi£n lirge do. Noi mgt each 
nhg nhang thi cac cong ty bao hiem van thirbng khong gay 
dirge nhieu cam tinh. NgiTcfi ta tra tien cho hg chi de doi lay 
mgt ldi hufa. Trong hau het cac trircfng hgp, ngtfcrt ta khong 
the nhyn lyi dirge thur gi mang tinh vyt chat hon. Khi hg 
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nh|n dirge chut gi do thi do chi la vi co niQt chuygn khong 
may da xay ra vdi hQ, do vay do cung chang hdn gi mpt mon 
qua thong cam de chia buon. Nhtfng neu cac cong ty nay 
giup khach hang cua minh mua xe, hg chac chan se dirge 
cam On nhieu hdn. 

Dira them nhumg ngirefi chdi la ngirdi bo trg vao cuqc 
nhin chung la tot hdn, tuy nhien doi khi cung co nhumg van 
de: do la khi tat ca cac san pham bo trg deu mat di cung mpt 
luc. Nhtfng nha san xuat tro chdi di£n tir da nhieu Tan phai 
doi m$t vdi van de nay. Cac cong nghp the hp sau cua hg 
thtfcfng khong tdcrng thich vcfi cai cu> do vay ngtfdi tieu dung 
thtfcfng khong mua cac may phan eftng ddi mdi cho den khi 
cac phan mem ttfdng thich trd nen nhieu hefn tren thi 
trtfdng. Trong khi do, nhtfng ngtfcfi viet phan mem se khong 
dira ra cac tro chdi mdi cho cac hg thong mefi tru* khi co mgt 
lugng dang kc may chdi ttfdng umg dirge ban ra lam cd so 
cho cac tro chdi do. Tom l^i, ban can phai co dong thdi "ca 
trutig lan ga". 

San pham bo trg re tien 

Cong ty 3DO dirge biet den nhu 1 ngtfdi di tien phong 
trong cong nghg tro chcri dign tvr 32 bit. Dirge tung ra thi 
trtfdng vao nam 1993, cong nghg nay da giup cho cac tro chdi 
dign tvr trong hign thtfc hdn va song dgng hdn. Nhumg ngtfdi 
phat trien phan mem gift day da co the tgo ra cac tro chdi vdi 
hinh anh chat lirgng cao, am thanh ngang vdi CD va do hga 
tren may tinh rat gay an tirgng. 



Nguai choi 


Chien lu’g'c cua 3DO la kinh doanh giay ph6p sir dyng ban 
quyen cho cac hang chuyen san xuat phan mem san xuat tro choi 
va chi thu phi 3 USD - chinh vi v$y ma cd ten cong ty 3DO. Dg 
khuyen khich cac cong ty san xuat phan cutig, 3DO cung cSp 
phep cho hQ su* dong cong ngh£ phan cimg cua minh miSn phi. 

3DO diTtfc thanh lap bdi Trip Hawkins. La cyti sinh vien 
cua trudng D^i hoc Harvard, anh da ty' thiSt ke ra mdn hpc 
chinh cho minh la mon Chien httfc ua ly thuyet tro chcft Nam 
1982, Hawkins, khi do 28 tuoi, va la cyti nhan vien Apple 
Computer da thanh cong vbi vi§c thanh lap ra cong ty phan 
mem rieng cho minh la Electronic Arts. Cong ty nay da trcr nen 
rat noi tieng vcfi ten cua cac tro choi dign tir tren video va tren 
may vi tinh. Nam 1991, Hawkins nhu&ng l$i quyen kiem sodt 
Electronic Arts cho ngudi khac va cong hien toan b$ stfc ltfc 
cua minh vao cong ty mdi cua anh, cong ty 3DO. 

Hawkins nhan thay mqt thj truing tiem nang khong lb 
trong linh v\rc giai tri gia dinh. Anh quan sat thay ngtfbi My 
chi 5 ty USD moi nam de di xem phim b r$p trong khi tieu 
den 14 ty USD de mua ho$c thue bang video v? nha xem. Chi 
can cac tinh toan s6 hgc don gian cung c6 the d§ dang 
chuyen con so 7 ty USD moi nam diTtfc tieu vao cac tro choi 
di^n tir tren cac may choi ndi cong cgng thanh m§t thi 
tnrdng 20 ty USD cho cac tro choi dign tur gia dinh. Thqfc te 
la thj trObng nay khi do mbi chi c6 3 ty USD. Ke ho?ich cua 
Hawkins la se sura l^i stf mat can doi nay va chi£m lay phan 
17 ty USD con thieu do. 
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Thang 5 nam 1993, 3DO ban co ph'&n ra thj tnrdng ttf do 
vcfi gia 15 USD m$t co phieu, va chi den thang 10 cung n&m do 
gia tren thj trtfdng chtfng khoan cua cong ty da tang len 48 USD 
m$t co phieu, nang gia trj ciia toan cong ty len gan 1 ty USD. 
Hawkins da co m§t stf khcri dau tuypt dipu. Cac nha dau tit ro 
rang la to ra sot sang, nhiTng li^u s\r nhipt tinh do c6 lan sang ca 
ngifdi tieu dung nufa hay khong? 

Thang 10 nam 1993, chiec may 3DO dau tien du*QC 
tung ra th; trtfdng. Dupe san xuat bcri Matsushita va ban 
dtfcfi thirong hi$u Panasonic vafi gia 700 USD, chiec may 
nay di kem vdi mQt tro choi duoi bat toe dQ cao ba chieu co 
ten gpi Crash'N Burn. Co rat it cac tro chtfi khac co the chtfi 
tren may nay va neu co thi chung deu kha d&t, khoang 75 
USD cho mdi tro chcfi. Tinh den thang 1 nam 1994, Matsushita 
mdi chi ban ra dtfpc khoang 30.000 chiec may. Doanh so 
dang that vpng nay da khien gia co phidu cua 3DO r6t 
xuong chi con 20 USD. 

Tinh kinh te cua cac ptian mSm dtfa tren cong nghp 
CD-ROM khidn cho vice tgo da cho no rat kho kh&n 1 . Chi 
phi de phat trien phan mem cho mdi tro chtfi tren CD-ROM 
co the len den 2 tripu USD - do do hQa va am thanh phefe 
t^Lp - so v6i chi nira tri£u USD doi vdi tr6 chcfi cong nghp 16 
bit. Tuy nhien, chi phi san xuat CD-ROM I91 thap hern dang 

1. Nguyen vSn: kho day qua bong lan di (ND). 
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ke - chi khoang 2 d&n 4 USD moi dia so vdi gan 10 USD cho 
moi b 3 ng tro choi tren video. Van de kinh te nhtfv^y doi hoi 
phai co mpt thj trtfcfng het site rqng ldn. Mot co sd phan 
cufng vdi chi 30 nghin may choi khong the dirqc coi la du 
rong lcfn, do v$y cac cong ty chuyen viet phan m£m khdng 
m$n ma vdi vi$c viet cac chuOng trinh cho tro choi tren may 
cua 3DO. 

Hawkins nhyn ra rang anh phai pha ver cai vong luan 
quan cua con ga - qua trdng. Trudc het la phan cdtig. No 
qua d&t. Nh$n thay rang chi mdi chao mgi ngtfdi choi thoi 
thi chu*a du, Hawkins quyet d}nh tra tien cho nhurng ngtfdi 
choi. Thang 3 nam 1994, 3DO da hda vdi cac hang san xuat 
phan cufng r&ng cong ty se t£ng ho 2 co phieu cua 3DO cho 
m6i chiec may choi ban ra vdi gia re hon. Matsushita da 
dap l^i bang each h^i gia may Multiplayer xuong con 500 
USD, con Toshiba, GoldStar va Samsung deu cong bo r&ng 
ho dang co dy dinh se san xyat may 3DO. 

Tiep d€n la phan mem. Don gian la d day khong du tro 
choi. Cong ty cu cua Hawkins, Electronic Arts da cam ket 
phat trien san xu&t 25 ten tro choi mdi moi nam. Tuy nhien, 
Hawkins van quyet dinh rSng chinh minh se ttf phai nhay 
vao linh v\fc nay. Giam doc san pham Amy Guggenheim da 
giai thich nhtf sau: 

Neu nhin lyi, co the thay vice ttf minh phat trien cac 
phan mem tro choi mdi khong phai la dy* dinh ban dau cua 
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chung toi. Chung toi chi muon lam m$t cong ty chuyen kinh 
doanh giay phep. Tuy nhien, sau khi chung toi tung ra he 
thong ciia minh thi ro rang la 3DO chi co the dya vao chinh 
3 DO ma thoi. Vi v£y, vipc chung toi ty phat trien phan mem 
cho minh la rat co y nghia. Bang vi$c dua ra thi trtfbng mQt 
so tro chtfi rat diryc ira thich, chung toi da lUm lyi cho tat ca: 
khach hang, cac nha san xuat phan mem du*yc cap phep cung 
nhtf cac nha san xuat ph'an cung duyc cap phep. TO nay 
chung toi se phai kiem soat so ph$n cua chinh minh. 

Quay trd l^i vdi phan ctfng. VSn con qua d£t. Thang 10 
nam 1994 , Hawkins noi vcfi cac nha san xuat phan ciltig rang 
hQ se phai chju 16 khoang 200 trieu USD trong vong 15 thang 
tiep theo de ban cac may 3DO vcfi gia canh tranh. Khi ho ngan 
ngai trtfcfc trien vQng khong may sang sua nay, Hawkins da 
quay sang cac nha san xuat phan mem va dtfn phuong thay 
doi lai mu*c phi phan mem. Ke tuf gicf, 3DO yeu cau cac cong ty 
phSn mem tra them 3 USD ntfa cho m6i dia ban ra, ngoai 3 
USD hp van dang tra. So tien thu them n&v se dung de l$p mot 
quy co ten la "Quy phat trien thj trircrng". Mpt phan trong quy 
se dupe sir dung de quang cao va xuc tien ban cac may 3DO, 
phan con lpi la de? danh cho cac nha san xuat phan cuttg nham 
khuyen khich ho giam gia hdn ntfa. Hawkins da nhgn d[nh: 
"Neu toi khong co cac cong ty phan mem thi do mcfi chi la mot 
van de. Dieu nay chufa nghiem trong bang neu toi khong co 
duyc cac cong ty phan cutig." 
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Cho den gitfa nam 1995, gia cua cac may chu 3DO da 
giam xuong chi con 400 USD (cung vdi 150 USD tdcac cong 
ty phan mem rot vao). Tong cgng doanh so ban cho den luc 
do la tren nda trigu chiec. Do ch&c chan la mgt tien bg vugt 
b£c, tuy nhien den dau nam 1996, so ph$n cua 3DO van con 
rat long dong. Hq da khong the gitf cac tro chtfi 32 bit cho 
rieng minh dirge ntfa. Sega dtfa nhulig chiec may chu Saturn 
32 bit cua minh vao cugc vdi gia 400 USD. Sony cung tung 
ra PlayStation 32 bit vdi gia 300 USD. Cuoi cung la 
Nintendo, tim each vugt qua tat ca vdi chiec may Ultra 64 
bit vdi gia chi co 250 USD. 

Ke hd trong chien luge cua Hawkins la dya qua nhieu 
vao nhufng ngtfdi chcri khac, nhuTng ngtfdi khong cung chia 
se y ttfdng cua 3DO. Dieu nay da dan den cac van de nay 
sinh tren ca hai mat tr^n vdi cac nha san xuat phan cumg 
cung nhir phan mem. Phan cumg cua 3DO chiTa bao gid dii 
re de hap dan ngudi mua. Nam 1986, Nintendo gidi thigu 
tro chtfi 8 bit cua minh vdi gia khdi diem chi co 100 USD, 
mgt sd tien ma nhieu ngirdi vin cho la thap hon ca gia 
thanh cua chiec may. Nam 1992, Nintendo va Sega ban cac 
may chOi 16 bit cung vdi gia 100 USD. Vi sao cac may cua 
3DO vao nam 1995 lgi khong the ban vdi cung mut gia re 
nhir vgy? Nintendo va Sega co the ban phan cumg chi vdi gid 
100 USD bdi hg tinh xa hon den thu Igi nhu^n thong qua 
vige ban phan mem trong tirong lai. Trong khi do 
Matsushita va cac nha san xuat phan cumg khac khong co 
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each nao de lay l$i ti’en cua minh ngay ca ve sau nay. Do li 
ly do hg khong siln sang hp gia xuong den 100 USD. 

Sai lam do chmh la d cho hp da tach bipt sd hufu 
nguon thu nhap tren phan mem va vipc san xuat phan cu“ng. 
Hawkins da c6 gang su*a chda sai lam nay bang each chia 
mQt phan sd huu cua minh cho moi chiec may ban ra> tuy 
nhien khi do da qua muon. Sang kien thuf hai cua Hawkins 
la mb' Quy phat trien thi trirdng cung ttfdng tq nhir vipc lay 
cua Peter de tra cho Paul, trong khi chmh Peter cung con 
chira nhyn dirpe tien. 

Cung giong nhir vay, phan mem cua 3DO khong du cho 
thj trirdng, dye bipt la giai doan dau. Cac tro chcfi dirpe san 
xuat trong $q trong dpi vao cac may chu van chira dupe ban ra. 
NhuHg ngirdi khac khong co nhieu dpng c a nhir 3DO de danh 
bac kieu nhir vyy. Hawkins da co sPa sai bang each phat trien 
phan mem ngay ben trong hp thong to chfrc cua minh nhulig 
cung nhir trude, dieu nay da dirpe lam qua mupn. 

Tq bo trp cho minh. Bai hoc rut ra td cau chuypn cua 
3DO la: ddng dqa dam vao ngtfdi khac. De phat trien ca hai 
thi trudng bo trp cho nhau dong thdi cung mpt luc, tot nhat 
ban nen tq lam lay. Do la ly do vl sao Nintendo v& Sega da 
tq san xuat ca phan edng lan phan mem cho minh. Do cung 
la ly do vi sao Intel tao ra ProShare. Va do cung chmh la 
nguyen nhan dan den 3DO da lam kho gap doi cho minh 
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bang each co gang de Ipi cac cong vipc ve phat trien ca phan 
cufag lin phan mem cho nhuTng ngtfPi khac. 

Doi khi mpi ngudi phan doi vipc t \t nhay vao cac hoat 
dpng kinh doanh bo trp cho minh. Hq noi: "Chung ta se 
khong co kha nang kiem dupe lpi nhuan p do." Tuy nhien 
hp da bo sot mQt chi tiet. B$n khong the xem xet mpt each 
tach bipt hai hoat dong kinh doanh bo trp ISn nhau va doi 
hoi rang moi boat dpng kinh doanh do phai dat dirpe mpt ty 
lp lpi nhuan myc tieu nao do. Neu nhu* cac quy tac ke toan 
cho thay ban se khong co nhieu lpi nhuan tren thi truPng 
hang hoa bo trp thi cung khong sao. Ban chi can hinh dung 
nhir the tay phai cua ban tra tien cho tay trai cua ban de 
choi tro chcfi vPi cac san pham bo trp. Van de thpc sp co y 
nghia P day la ve tong the ban se kiem dupe bao nhieu tien. 

Doi khi mpi nguPi phan doi vipc ty minh chcfi tro chcri 
cua kinh doanh bo trp vi mpt ly do khac. Hp noi: "Do khong 
phai la vice cua chung toi. Chung toi can phai tap trung vao 
cong vipc chmh." Nhutig neu nhtf cong vipc chinh do cua 
ban la dan thi thir hoi ban cam kim dan de lam gi neu nhif 
khong co spi de dan. Co le tot hern la ban hay rPi khoi chiec 
ghe ban dang ngoi de di kiem spi dan trppc da. 
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Dipa cac boat dpng kinh doanh bo tro> v<»o cuoc 

1. Thay mat cho khach hang cua ban dl l&p ra cac lien 
minh mua hang. 

2. Tra ti&n cho nhCmg ngu’d’i b6 trp de hp choi. 

3. Hay ti/ lam lay: tu* lam ra san phim bo trp cho chinh 
minh, dirng di/a vao ngirai khac lam di&u do dd hp ep 
gia bpn. 

DiTa dot thu canh tranh vao cupc? 

N&u ban thitc sit khdng co nhitng doi thu cgnh tranh 
dang gitcfm - ban nen tit tao ra it nhat mot ngitdi ... b&i vi 
canh tranh cung la mot each de song. 

- Bill Smithburg, Tong Giam doc Quaker Oats 

Bill Smithburg khong thieu doi thu canh tranh tht/c 
si/. Trong cac loai do uong danh cho the thab, san pham 
Gatorate cua ong dang canh tranh veri Coke va Pepsi. Tren 
thi trtfcrng nirdc che mat uong lien, nhan hipu mefi mua lai 
Snapple cung dang canh tranh vefi Fruitopia cua Coke va 
Lipton cua Pepsi. Quan diem cua Smithburg la chinh canh 
tranh se thuc day ban hoan thipn ca nhan minh. Hau het 
nhfmg ngirbi chay thi dcu muon dtfpc tap chay cung vdi 
nhufng doi thu thi/c si/ chi/ khdng phai vdi chiec dong ho. 





Tom Peter, lanh ty tinh than cua khoa hyc quan ly da 
ke cau chuyyn cua Quad/Graphics, myt cong ty T da diTa triet 
ly nay vao thtfc tien: "Cong ty da cap phep cho cac doi thu 
cynh tranh chu yeu cua minh de hy dtfyc stf dyng nhumg 
cong nghy hiyn dyi nhat cua cong ty chi nh&m myt myc tieu 
ro rang la de luon co lira dot nong du'cri chan hy (va nhd vyy 
h q se co duryc nhufng birdc nhay cao horn)." 

Tat nhien byn khong muon lam qua mure can thiet. 
Myt each ly tirdng, byn se muon nhan diryc nhumg lyi ich 
tu* canh tranh ma khong phai nhirdng ca cira hang cua 
minh cho doi thu. Cac cong ty Icfn ty cho phep minh xa xi 
bang each tyo ra cac ddi thu cynh tranh ngay ben du’cri mai 
che cua minh. P&G noi tieng vi da khuyen khich cac giam 
doc san pham rieng re cua minh canh tranh vdi nhau. Cac 
nhan hiyu dau gyi dau Head&Shoulder, Pantene, Pert, 
Prell va Vidan Sassoon deu la cac nhan hiyu cua P&G tren 
cung myt th} trirdmg. Cung nhir vay doi vefi xa phong giyt 
Tide va Bold, hay xa phong banh Ivory va Safeguard. Moi 
myt nhan hiyu deu diryc quan ly rieng re nhif myt doanh 
nghiyp rieng le vdi cac chiTdng trinh quang cao, dinh gia va 
chien liryc hoan toan dye lyp. Chinh cynh tranh trong nyi 
by gitfa cac nhan hiyu da khien cho tat ca deu trd nen rat 
nang dyng. 

Thym chi neu byn khong nghi rang byn cdn c6 nhumg 
lyi ich tit cynh tranh thi khach hang cua byn cung co the 
nghi khac. Doi khi hy khong muon lam vi$c vdi byn cho 
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den khi bpo co mot doi thu cpnh tranh, trong trUbng hop 
nay thi tot nhat la bpn hay tim each dua them doi thii do 
vao cupc. 

Vi mpeh mdri tach ra tu* may chu cu 

Sau khi Intel phat trien bp vi xtf ly 8086 nam 1978, he? 
da cap phep cho IBM, AMD (Advance Micro Devices) va 
khoang 10 nha san xuat node ngoai khac, chang hpn nhP 
NEC. Thpc t§' la hp da tO bo dpc quyen doi vdi cong nghp 
mcri cua minh. Vi sao Intel lpi lam nhPvpy? 

Khach hang dau tien cua Intel la IBM rat lo ngpi ve 
vipc dau tit vao phat trien phan ctfng dpa qua nhieu vao cac 
vi mpeh cua Intel bdi vi nhu vpy hp se chi co mpt nha cung 
cap duy nhat. Mpt van de khac nua la sp dang tin cay trong 
san xuat cua Intel. Vao thdi diem do Intel chPa co nhftng 
thanh tich dope ghi nhpn nhu ngay nay, do vpy IBM da doi 
phai dope phep sit dyng ma so vi mpeh cua Intel de t\f san 
xuat ra cac vi mpeh dung cho npi bp cua IBM. 

Mpt van de khac ntfa la mure gia ma Intel se dpt ra 
trong tpong lai. Nhufng ngPdi mua lo ISng ve cupc chpi 
trong tUPng lai cung khong kem cupc chpi ngay horn nay. 
Hp deu yeu cau Intel phai cap phep cho cac cong ty san xuat 
bpc hai. Thpm chi ngay ca khi IBM da dupe bao hp bdi 
quyen dupe tp san xuat, hp van muon co them mpt sp bao 
hp dp phong nPa. Bing c&ch dong y cap phep rpng rai cho 
sP dpng cac ma so vi mpeh cua minh, Intel da dam bao cho 
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nhtfng nha san xuat phan cuTig mpt thi trirdng c$nh tranh 
cho vi m$ch di$n tu* va rang hp se khong trd thanh nhiftig 
con tin trong tay Intel, Vdi sy* bao dam do, nhuHg ngitcfi 
mua san sang cam ket di ciing cong nghp cua Intel. Thj 
tnrdng cho bp vi xir ly 8086 thuc sir da rat cynh tranh; cho 
den nam 1987, Intel chi con chiem dtfcfi 30% thj phan doi 
vdi san pham nay. 

Tuy nhien, nhftng ngtfcfi mua khong nhyn ra rang mpt 
khi hp da bude chan len con dirdng cua Intel, hp se kho long 
co the quay trd lai. Cam ket ciia Intel se cap phep rpng rai 
cho cong nghp vi xir ly cua minh khong dirpc md rpng sang 
cac ddi cong nghp sau la 286, 386, 486, Pentium hay 
Pentium Pro. Chi co nam cong ty dirpc cap phep doi vdi bp 
xir ly 286. Thyc te la chi co IBM dirpe cap phep san xuat bp 
vi xir ly cho 386 va cac ddi cong nghp sau do va cung chi h$n 
che de surdyng trong npi bp cua IBM ma thoi. 

Vi sao IBM va cac cong ty khac khong the nhin xa htfn 
va doi Intel phai lam hpp dong cap phep cho tat ca cac ddti 
cong nghp vi xir ly? Thtfc te la Intel da co nhifrig hpp dong 
dai h^n cho vipc cap phep sir dung ban quyen cong nghp veti 
IBM va AMD. Tuy nhien, rat kho lap cac hpp dong dai h$n, 
d§c bi£t trong bdi canh cong nghp lu6n thay doi het sure 
nhanh chong. Khong ngac nhien ia da co nhiftig mau thuan 
phap ly nay sinh xung quanh vipc dien giai cac hpp dong 
gitfa Intel vdi IBM va AMD. AMD cuoi cung da mat quyen 
trer thanh nha san xuat b&c hai cho cac bp vi xir ly 386 v& cac 
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dbi sau do. Nam 1994, IBM da giai quyet bat dong cua minh 
bang each ban lai hpp dong cap phep cua minh cho chinh 
Intel vefi mpt so tien khong dirpc cong bo. Doi vori cac bp vi 
xif ly tif Pentium tref di, Intel khong con co nghia vp phai 
chia se cong nghp cua minh veri ngirdi khac nura. 

IBM cho rang neu Intel khong tgo ra each tranh cho 
minh ntta thi chinh hp se phai tao ra doi thu canh tranh cho 
Intel. Cung vdi doi tac Apple va Motorola, IBM da t\r tgo ra 
bp vi xOf ly cua minh - Power PC, de canh tranh vefi Intel. 


Dira d6i thu canh tranh vao cupc 

1. Cap phep sir dung ban quyen cong nghp de vtra co \a\ 
nhuSn, vCra tr£nh phien phi>c hay bj chi trich. 

2. T<?o ra nhOng ngu6n san xuat bpc hai de khuyen khfch 
khach hang ch£p nhpn cong nghp cua ban. 

3 ly lam lliy: xuc ti£n c?nh tranh trong npi bp xuyen su6t 
toan t6 chi/ccua bpn. 


Dua doi thu canh tranh vao cupc nhu 1 v£y la du. hfau nhtf 
rat hiem khi cac cong ty keu ca vi hp co qua it doi thu canh tranh. 
Thu'o'ng thi hp deu cho rang minh phai doi m|t vdi qua nhieu 
canh tranh. 
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Chuyen hiring canh tranh. Nha sOf hQC Stephen Goddard 
ke ve cau chuyen xe hoi da thay the cac xe di§n ch$y tren dudng 
ray nhtf the nao. Trong giai do?n ban dau cua xe hoi, vao nhiing 
nam 1920 va 1930, Detroit 1 da rat kho khan khi muon nhay vao 
thj taring do thi. O cac vung ngoai 6 va nong thon, xe con va xe 
bus da chiem mi the nhitag trong trung tam thanh pho thi xe 
di$n chyy diring ray vSn la myt doi thu canh tranh hi$u qua vdi 
xe hoi. Trade het, di xe di§n re hon va rat ti£n lgfi. Hon nfta, tau 
di$n thiring do d nhuhg cho la diring cua xe hoi va cac diring 
ray cua tau di§n thiring nam chinh giua diring xe hoi, do v$y can 
trd hoat d$ng cua xe hoi. 

GM cung vdi Firestone, Mack Trucks, Phillips Petroleum 
va Standard Oil da quyet dmh phai gianh dirqc quyen kiem 
soat. Hq quay sang de nghj Roy Fitzgerald va bon anh em khac 
cua ong lap ra mqt cong ty lay ten la Range Rapid Transit Co. 
Nhiem vy cua cong ty nay la di khap dat nude de mua lyi 
quyen dfeu hanh cac tau di£n dja phirong rbi dong cua chung. 
Di nhien vi£c nay duyc thyc hi$n myt each te nhj bon la noi 
ra. 6 mpt lopt cac thanh pho ke tu* Montgomery, Alabama den 
Los Angeles, anh em Fitzgerald deu mua Igi cac d$i ly d§c 
quyen kinh doanh xe dipn, gd cac diring day tai dipn, boc cac 
dOdng ray, lam lgi m£t diring va don dong cac toa tau dipn. 
Fitzgerald thoa thuyn vdi cac thanh pho la ho se thay the cac 


1. Trung tam $an xuat cong nghiep d My khi do (ND). 
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tau dign bang xe bus. Tat nhien day mcri chi la birdc trung gian 
de dira ngtfdi dan den gan vdi xe hOi hern ma thoi. 

M§c du rat co hipu qua nhtfng chieh lupc nay la bat hqp 
phap mot each nghiem trong. Do la sir vi phym tr&ng trOn dieu 
khoan Sherman. Toa an da tuyen ph^t GM va cac cong ty tong 
phym, moi cong ty 5.000 USD. Con Roy Fitzgerald bi phyt tirpng 
trimg 1 USD. 

Hinh phat doi veri cac cong ty vi pham luat xem ra chang la 
gi doi veri hg. Ngay nay, cac toa an cua My da nghiem khac hon 
rat nhieu veri nhulig vp vi pham luat chong d$c quyen. Tuy 
nhien, co mpt so tinh huong, chang han nhif doi vdi mpt nganh 
dang xuong doc thi vipc mua l$i doi thu canh tranh la dung d£n 
va heft) phap de nham lam hop ly hoa nang lp*c trong ng&nh do. 

Khi William Anders nhpn chufc vp Tong Giam doc General 
Dynamics, mpt nha thau quoc phong vao nam 1991, ong nhpn 
thay nhigm vp cua minh phai la tim each de hpp ly hoa cac host 
d$ng kinh doanh cua cong ty trong boi canh chi phi cho quoc 
phong bi c 3 t giam sau khi chieh tranh lanh ket thuc. Ban than da 
tirng la phi cong lai may bay chieh dau trong quan dpi My va phi 
cong vu try tren tau Apollo 8, Anders coi chirong trinh may bay 
phan Ipc F-16 cua cong ty nhu 1 van de xutfng mau cua minh. 
Nhung Lockheed cung dang hopt dong trong fifth vpc may bay 
chien dau va chi mpt cong ty canh tranh nhtfvyy da la qua nhieu. 
Anders da thir nhieu lan mua lai chuxrng trinh may bay phan lpc 
F-22 cua Lockheed va dira vao quy dyo kiem soat cua minh 
nhiTng Lockheed nhat djnh khong chiu ban. 
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Anders hieu rang neu ong khong the mua l?i d6'i thu 
c$nh tranh thi ong se phai de cho doi thu c^nh tranh mua 
lgi chinh minh. Bcri vi m$t trong hai se phai ra di. Neu 
Lockheed khong chiu ban, co le ho se muon mua. M$c du 
Anders muon mua l$i Lockheed hern la thay Lockheed mua 
l^i General Dynamics ciia minh nhimg ong van danh phai 
nggm d&ng de ban lai F-16 cho Lockheed. 

3. Thay doi ngirdri chofi 

Trade khi tham gia vao tro chcri, hay danh gia gia trj gia 
tang cua ban. Neu ban co gia trj gia tang lcfn, ban se co the 
kiem dude tien trong tro choi; khi do hay nhay vko chcri. 
Nhimg neu ban co rat it gia trj gia tang, ban se khong the kiem 
dude nhieu tien. Khi do ban se lam gi? 

Ngay ca khi ban khong the kiem dirtfc tien trong m$t tro 
choi, ban van co the kiem ra tien bang each thay doi tro chtfi 
do. Hay d§t cau hoi cua Cicero cho minh: Cui bono? Tim ra 
ngirdi chcri nao se dude ldi tCr vice ban tham gia vao tro chcri. 
Nhimg ngirdi chcri do co the se san sang tra tien cho ban chcri. 

Holland Sweetener khong he co gia tri gia tang, nhimg 
vi£c cong ty nay tham gia vao tro chcri da khien gia trj gia 
tang cua NutraSweet giam di, dieu nay da giup cho Coke v£ 
Pepsi. Holland vi v$y dang ra phai doi dude tra tien cho 
nhimg gi h q da lam ldi cho Coke va Pepsi. Norfolk Southern 
cung khong co gia tri gia tang nhung vice cong ty nhay vao 
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cugc se lam giam gia tri gia tang cua CSX va lam lgi cho 
Gainesville. Dang le Norfolk Southern khong nen chcri neu 
khong dirge tra tien de lam dieu do. Bell mien Nam cung co 
rat it gia trj gia tang trong tro chcri gianh quyen kiem soat 
LIN, nhiTng sy co m$t cua cong ty lam giam gia tri gia tang 
cua McCaw va dieu nay so co lgi cho LIN. Bell mien Nam da 
biet dieu nay va doi dirge dam bao rang hg se phai dupe tra 
tien - mgt so tien dang ke - de choi. 

Neu ban kh6ng the dirge tra tien de chtfi, ban co chac 
la ban van se choi khong? Ngoi chau ria co le se la chien Iirgc 
tot nhat trong trtfdng hgp nay. Chi phi de chdi co the nhieu 
hem ngirdi ta van tudng. Dtitig bo qua Tam chi phi ngam 
trong dau gia. 

Mgt khi bpn da d trong tro chofi, byn co the thd thay 
doi nhfrng ngirdi chcri trong do. Hay di mpt vong quanh 
Mang gia tri va can nhac viyc dtfa them khach hang, nha 
cung cap, ngirdi bo trg va tham chi ca doi thu canh tranh vao 
cugc. Hay nhd r&ng nhdng ngirdi nay, cung nhu 1 ban, co the 
ty do quyet djnh chcri hay khong. Ban khong the huge hg 
chcri, do vyy nen nghi each tyo ra cac dgng ccr phu hgp cho 
hg ty nguygn tham gia. 

Thudng thi viyc do la hoan toan co the thyc hi£n dirge va 
rat higu qua. Chien Iirgc lap ra lien minh mua hang cua 
American Express la mgt vi dy hoan hao, cong ty da thu hut 
dirge rat nhieu nha cung cap tham gia tro chai bang each tyo 
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dgng ctf manh hem cho moi ngirdi de kiem tim lgi nhu^n. Vcfi 
nhieu ngifcri chao gia hern trong tro choi, gia trj gia tang cua 
tutig ngirdi se it di va dieu nay se d$t lien minh mua h&ng v&o 
mpt vi the mgnh hern khi thiferng lu'grng. Tuv nhien, co mgt s 5 
vai tro ma ban khong nen de ngirdi khac chcri thay ban. Mgt vi 
dy la phat trien mgt hoat dgng kinh doanh bo try co tam quan 
trgng dac bigt de ban co dirge gia tri gia tang. Khi ban d$t cage 
qua nhieu vao mgt che, bgn se phai dya vao ke khac. Ngifcri t 5 t 
nhat co the chcri d do chinh la ban. Do la bai hgc rut ra tur cau 
chuygn cua 3DO. 

Bat ky luc nao co sy thay dfii trong hang ngu nhifrig 
ngirdi chcri, gia trj gia tang cung thay doi theo. Tuy nhien, gi£ 
trj gia tang cung co the thay doi mgt each tryc tiep, dieu n&y 
chung ta se thay ngay trong chtfdng tiep theo day. 



CHU0NGV 
GIATRJ GIATANG 


Khong cd gi htiu ich b&ng nit&c; nhitng no hdu nhit 
chang the dung de mua dit</c gi; va pifa nhif thti gi cung cd 
the ditng de mua n 6 . Ngittfc Igi, kim cifcfng co rat it gid tri stf 
dung; nhitng de doi dittfc n 6 thi phai co mgt so httfng rat l&n 
cdc hang hoa khac. 

- Adam Smith. Cuacaicua cdc ddn tpc, 1776 

Hai tram n£m truftc, Adam Smith da trinh bay mot 
nghich ly lien quan den ntfcfc va kim ctfafng: Nifcrc la thur thiet 
y8u cua cu$c sSng, trong khi kim ctftfng thi khong. Mac du 
v$y, ntfcrc chu yeu gan nhu 1 la cho khong, trong khi kim ciTttng 
thi, trcfi a» chSc ch§n la con lau mcfi nhtf v$y. 

Gia nhtf Adam Smith song d th&p ky 90 cua the ky XX, 
co le ong ta se con so sanh vo tuyen va xe hoi vdi cac tro choi 



Gia trj gia tang 


194 


di?n tuf tren video ntta. Vo tuyen va xe hcri cung giong nhiT 
rurdc, g 3 n nhif da trd thanh khong the thieii trong cuyc song 
hi§n nay ciia chung ta. Trong khi cac tro chtfi video la ”kim 
ctfcfng hi$n dgi". Chung la nhttng ngtfcri ban tot nhat cua tre 
nho, nhimg chi co v$y thoi. V§y thi bun thich kinh doanh 
trong lmh vyc nao hem: do di£n tic gia dung, xe hoi, hay tro 
choi di£n tiftren video? 

Hay so sanh ba cong ty noi tieng cua Nh§t Ban, m6i cong 
ty hogt dQng trong mQt llnh vyc ke tren: do la Sony, Nissan va 
Nintendo. Sony san xuat may thu hinh, Nissan san xuat xe 
htfi, con Nintendo lam ra nhutig tro choi video, due bi$t la tro 
choi co anh thy ong ntfcfc ten la Mario . Trong thcri gian ttf 
thang 7 nam 1990 den thang 6 nam 1991, gia trj trung binh 
tren thj tnrdng cua ba cong ty nay nhif sau: 

Nissan 2.000 ty yen 

Sony 2.200 ty yen 

Nintend 2.400 ty yen 

Dung la it nhat cung co myt so thcri diem ma gia trj 
cua Nintendo cao htfn ca Sony va Nissan. Nintendo da lam 
nhu* the nao de dtfyc nh\X v$y? Lam sao Nintendo co the 
mon men lui gan Sony va Nissan chuf chifa noi den lam the 
nao de viryt ISn ca cac hang do? Cau tra leri nSm cr khai ni$m 
gia trj gia tang. 
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Gia trj gia tang cua sy' dpc quyen 

M<?t cdng ty mgnh , con Igi deu yeu. 

- Hiroshi Yamauchi. Chu tjch Nintendo 

Tro chcfi tren video (con gpi la tro chcfi dipn tu*) bat dau 
xuat hipn tuf nSm 1972 cung vcfi sv* thanh lap cua t£p doan 
Atari. M$c dii Atari 14 t§p doan cua My nhimg l$i lay ten theo 
tieng Nh$t cua mpt tro choi Nh§t Ban 14 Go. Y nghia cua no 
cung giong nhtr "chidu tudng” trong ch oi ccr - do la Idi tuyen 
bo r 4 ng lanh tho cua doi thu dang bi t 4 'n cong. Dung nhtf ldi 
canh bao, Atari da chiem llnh th; tnrcfng vdfi tro chcfi bong ban 
tren video co ten 14 Pong . 

Th 4 nh cong cua Atari la rat an tirt/ng nhimg ng 4 n 
ngui. Chi trong 10 nam, th| trtfdfng tro chcfi di§n tit gia dinh 
cua My da t&ng tnrcfng tcf con so khong len 3 ty USD tong 
gia trj b 4 n le* Nhimg thi tnrdng khi do tran ng£p cac phan 
mem chat lu*png kem da din den s\r chet yeu cua no. Nam 
1985, doanh thu giam xuong chi con dudi 100 tripu USD va 
tro choi dipn td tgi gia da bj giai tan nhtf mpt thuf mdt hS't 
thdi. Atari da mat khi giai thS dung b 4 ng v6i nhtfng gi t$p 
doan nay nhijn dirpc khi dang phat trien. Va ngtfdi ta da xoa 
so nganh cong nghipp nay. 

Chinh vi v£y ma khong ai d? y den Nintendo khi hang 
nay biTcfc len vu dai. Nintendo la cong ty Nh£t Ban co tuoi dcfi 
mpt the ky va da mcf rpng ho?t dpng cua minh tcf san xuat cac 
quan bai la sang san xu 4 t do chcfi va cuoi cung la cac tro chtfi 
dipn tir tren may chcfi cong cpng. Nintendo khong he co tieng 
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tam gi ben ngoai nircrc Nhat. Nhutig chang may choc dieu nay 
da thay dSi. 

Sure manh ciia Nintendo. Neu dich thoang, tir Nintendo 
co nghTa la "Lam viec vat vd nhirng cuoi cung thi cung nam 
trong toy Chua Thi/c tc la tu 1 khi chuyen sang san xuat tro 
choi dipn tOr gia dinh, Nintendo da khong lam gi niQt each 
thieu suy nghi. Tat ca nhuHg gi hp lam deu dung. Hq da dtfng 
nen mpt chu trinh hoan hao. 

Trirc tc het, phan cung da la mQt mon hdi ldn. Nintendo 
da tim ra each lam song lpi cam giac cua cac tro chcfi tren may 
chtfi edng cpng trong nhtfng chiec may dipn til gia dinh re tien. 
Ket qua la si/ ra dafi mpt hp thong tro chcfi dipn til mcri co ten 
gpi Famicom (co nghia la May tmh trong gia dinh). Nintendo 
tung Famicom ra thi tntfng a Nh§t Ban nam 1983 va diTa 
chiec may khi do da dirpe d§t lai ten la H? thong gidi tri 
Nintendo sang My nam 1986. 

Su* that la Famicom khong phai la mpt chiec may tmh 
thtfc thy. Tat ca mpi thuf trong do deu chi dung vao myc dich 
duy nhat la chcfi tro chcfi. De giam chi phi, Nintendo da chu y 
dung lyi cac chip dipn tOf cu - mpt bp vi xil ly ven ven 8 bit san 
xuat tur thori nhifrig nam 1970. Cac may tmh ca nhan khi do 
nhiT IBM AT hay Machintosh cua Apple difpc ban veri gia tu* 
2.500 USD den 4.000 USD. Chiec may cua Nintendo chi co 
gia 24.000 yen, ttftfng dutfng 100 USD. Gia cua Famicom da 
hpn che toi da cpnh tranh va mufc gia nay thap den noi nhieu 
ngirefi ttfcfng rang no con thap htfn ca chi phi. 
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Cung vdfi mon hcfi trong phan cirng cua minh, 
Nintendo con co nhftng tro chcfi het sufc tuypt vdi. Dieu nay 
khong phai tinh cd. Nintendo da stir dpng kinh nghipm cua 
minh trong cac tro chcfi tren may cong CQng de phat trien si/ 
hao himg trong tro chtfi dipn tOr gia dinh len mQt b£c mdi; 
nha thiet ke cua hp, Sigeru Miyamoto la m$t ky su* thien tai, 
ngtfcfi da sang che ra nhufng tro choi nhtf Dunkey Kong , tro 
chcfi Super Mario Bros va Truyen thuyet Zelda . 

Vcfi phan ctifng khong dat va nhieu tro choi hap dan, 
ngufti tieu dung bat dau mua may va tro chcfi cua Nintendo 
vcfi so hfprng rat lcfn va nganh cong nghipp tro chcfi dipn tuf 
gia dinh cung da bit dau quay trd l$L 

Mpt vong trdn hoan hao. M$t khi doanh so ban hang 
da tang mpnh, Nintendo khong can phai nhung tay vao mpi 
thuf. Cac cong ty phan mem xep hang dai de xin viet phan 
mem tro chori cho h$ thong cua Nintendo, ho khong the ti/ 
lam dieu do neii khong dupe phep cua hang. Lo ngai ve si/ d6 
vcf cua nganh cong nghipp trtfcfc do, Nintendo da dtfa vao 
phan ctifng cua minh mpt vi mpch bao m$t de bao dam ring 
chi co nhifrig bang dia dupe Nintendo chip thu£n mcri co the 
ch?y tren h| th6ng nay. dinh cf day la ngan can vipc sao 
chep tran lan da dan den si/ dipt vong tnrofc day cua nganh 
cong nghipp nay. Cac cong ty phan m$m chi co the viet 
chtfcfng trinh cho he thong cua Nintendo neu hang nay cho 
phep. Ket qua: Nintendo gianh dupe si/Idem soat tuypt dm. 
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Cac chuong trinh phan mem dirg’c Nintendo cap phep 
phai tuan thu m$t so dfeu ki|n. Mdi giAy ph£p bi h^n che chi 
diTgfc dtfa ra nAm san pham mgt nam. Bing each nAy, nhung 
ngirdi phat trien phan mem phai chu trgng hem vao chat liTtfng 
so vdi so lifting, tat ca cac tro choi deu phai thoa man m$t b§ 
tieu chuan, trong do co ca vice cam nhung hinh anh mang tlnh 
b^o l\rc, kich dpng tinh dpc quA miifc. Nintendo bao toan b§ 
vice san xuat cac tro choi da dude cap phdp va hang thu dude 
m§t khoan lgi nhu^n ldn bAng vice dAnh phi cAc cong ty phan 
mem difqc cap phdp tren moi bang tro choi dirqc in ra. Tren tat 
ca nhufng cai do la m$t d^u khoan ve dpc quySn trong do cam 
nhung ngirdi dude cap phAp dirqc sd dyng cung mgt ten gqi 
cho nhung tro choi dien turde dung tr£n nhung h§ thdng khAc 
trong vong hai nam. Ket qua la mpt vong trdn hoAn hao. PhSn 
cung re tien va nhung tro choi duqc yeu thich cua Nintendo da 
bit dau vong trdn do. Bdi ngtidi tidu ding ngAy cAng mua 
nhieu phan cung hon, Nintendo da co kha nAng giam bdt chi 
phi cua minh. Vdi so luqng may bin ra ngAy ting, Nintendo da 
thu hut dupfc nhieu hon nhung ngudi viet phan mem cho trd 
choi t\X bdn ngoAi. Dieu nay da tao ra mot vong trdn kin vdi 
nhung tro choi ngAy cAng nhieu va hay hon. NgUdi tieu ding 
se cAng mua nhieu may hon cua Nintendo din den mpt cO sd 
ldn hon cho sd phit trien cua he thong vdi mpt chi phi con 
thap hon nun, va lai nhieu tro choi hcfn nun. Vdi nhieu trd choi 
hon nun, phan cting Nintendo se l$i trd nen c6 gia trq hon, dAn 
den doanh so lgi tiep tyc tAng len. TAt ca nhung cii d6 dUdc goi 
la H$i chting Nintendo. 



Ly thuyet tro ch&\ trong kinh doanh 


199 


Tham chi ngay ca khi nhu cau dang tang len, Nintendo 
van rat than trong vcfi si/ bao hoa cua thi trtfcmg. Hang kiem 
soat chat che sb lir<^ng ban sao tro chcfi diryc san xuat va 
lo?i bo nhu*ng tro chtfi cua minh ra khoi thj trtfcrng ngay khi 
cam thay ngtfcfi ta khong con hufng thu vdi no nfe. Tren mot 
ntfa danh myc tro chtfi cua Nintendo la khong hoat dong. 
Doi khi xay ra nhutig d</t khan hiem nghiem trong, nhat la 
vao nam 1988, khi cac ci/a hang ban le djt hang 110 tri$u 
bang tro choi va co le khoang 45 tri|u da co the ban ngay 
dirgfc. Tuy nhien, lifl/ng cung chi co 33 tri£u ma thoi. Si/ 
khan hiem trd nen d£c bift nghiem trong vao thbi diem 
trirdc mua 13 Giang sinh. 

M$c du co ve ngh;ch ly nhirng si/ khan hiem co thg da 
giup tao ra mu*c cau tieu dung con Idn hern nfta. It nhat co 
ba tac dong co the ke den: Thtif nhat, si/ khan hiem khien 
cho cac bang tro chtfi di£n tir co ve nhu* dtfc/c yeu thich hern 
trong mat ngirbi tieu dung va nhor vay.ma thi/c te da lam 
tang nhu cau doi vcfi chung. Cac nha hang thtic then cung 
dung chcfi tro nay de loi keo khach hang. Ch 3 ng han dong 
ngitcfi dufng xep hang dai ben ngoai cufa hang K-Paul b New 
Orleans lam cho no gay dirt/c si/ chu y va khien dong ngirdi 
do cang ve sau cang dai mai ra. Vi sao ngirdi ta khong tang 
gia va giam bdt so ngufri xep hang? Bcfi vi dieu nay co the 
lam giam an tirt/ng v ? $an pham va cau co the se mat di mot 
each dang ke. 

Thuf hai, si/ khan hiem tao ra nhuTng hang tit tren 
phtfcfng tion thong tin dai chung ma vi$c dap ttng dii nhu cau 
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khong lam dupe. Ch&ng hyn byn co hinh dung dau de bai bao 
1 A ’Tin noi bat toi nay: Nintendo da ban bang tro chtfi cho tat 
ca nhutig ai muon co. Chi tiet xem trang 11." Chung toi thi 
khong nghi nhu* vyy. Sy* khan hiem tyo ra si/ noi tieng khong 
mat ti£n cho Nintendo, hang von co tieng la bun xin trong 
quang cao (chi chi co 2% tong doanh thu). 

Thd ba, si/ khan hiem nhu' vyy giup cho nhttng ci/a 
hang ban le co the thanh toan nhanh htfn nhttng tro choi 
ban chym cua Nintendo, bdi vi cac phy huynh thtfdng ch&p 
nhyn mua tro chcfi kem h£p d8n hon mpt chut khi tro chtfi 
con hp muon choi da bj ban het. Tat nhien day chi la giai 
phap tym thcfi, chung toi gpi do la tac dyng "bang bo". Dura 
tre chi co the chcri tro choi thay the tur le Giang sinh den 
nam mdi, tuy nhien no thudng nhd rat dai va phy huynh 
cua no lyi phai quay lyi mua thu* tro chcfi bj ban het Ian 
trtfdc ngay khi dpt mdi dupe nhyp v$, Ket qua la nhd vyy 
Nintendo da ban dtfpc hai san pham. 

Day thi/c si/ la tinh huong co the gpi 1 & "cang it cang nhieu”. 

De tifp tyc kich thich sy* quan tarn doi vdi cac tro chtfi, 
Nintendo tyo ra mpt typ chi rieng ra hang thang de xep 
hyng tro chtfi, dtfa ra nhfirng myo chcfi v& diem trtfdc cac tro 
chcri mdi s&p phat hanh. Khong c6 mpt cau quang cao nao 
trong do h£t. Nintendo ban typ chi nay vdi gia vSi re - chi du 
de hoa von phat hanh. Cho den n 5 m 1990, typ chi Si/c 
m$nh cua Nintendo tfdc tinh da co den 6 triyu dpc gia va co 
so an ban phat hanh ldn nhat trong so tat ca cac typ chi 
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danh cho tre em d My. Tb t^p chi thtfc stf da la stf bo sung ly 
ttfdng cho cac tro chtfi cua Nintendo. 

Ket qua la: Den cu< 5 i nhurng nam 1990, Nintendo da 
dira cac tro chtfi di|n tOr gia dinh thanh mot boat dpng kinh 
doanh to&n cau co trj gia 5 ty USD. Hang da chiem dude 
mot thi phan kho tin la tren 90% doi vdi cac tro chtfi di£n tu* 
8 bit d My va Nh§t Ban. Cuf ba gia dinh My ho$c Nh$t Ban 
thi co mot sd hihi may chtfi Nintendo. Gbn ba phan ttf cac 
gia dinh d My co con d do tuoi thieu nien deu chtfi tro chdi 
di§n tu“. Cac san pham cua Nintendo chiem tren 20% th| 
trtfdng do chcri noi chung d My, chi rieng tro chdi Super 
Mario Bros da ban ra den 40 tri$u ban. Mario th£m chi con 
noi tieng htfn ca Mickey Mouse dbi vdi tre em d My. 

Thach thbc d$t ra la lieu ai co the pha vd vong tron 
ho&n hao cua Nintendo? Khong the, mot khi vong tron da 
lan. Dbng nhac den nhbng Ida chon thay the khac nhir 
chtfcmg trinh vo tuyen, sach hay the thao. Doi vdi tre em, 
khong co gi thay the dude tro chtfi di$n tb. Moi de doa duy 
nhat chi den tb cac lo$i trd chtfi di£n tb khac. Q day, nhtf 
chung ta ludn thefy, phan mem chinh la chia khoa. Vi sao 
ngtfdi ta lai phai mua nhbng tro chcfi khac trong khi 
Nintendo co ca m$t thtf vi£n khong lb cac ten tro chtfi cua 
Nintendo de tha ho Ida chon? Co le ke thach thdc se tim 
each mang tro chcfi cua Nintendo d$t vao cac nen (cac h$ 
thong may chtfi) rieng cua minh roi sau do mdi dtfa ra thtf 
vi$n rieng cua minh. Tuy nhien, dieu ki$n ve doc quyen da 
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giet chet y djnh do. Khong mpt tro chdi nao co the chdi tren 
hp thong nen khac trong vong hai nam bcfi cho den luc do 
thirdng cac tro chdi da trof thanh l$c h&u. Ke thach thu'c di 
nhien cung co the bat dau tir con so khong. Trong khi mufc 
lpi nhu£n cao vd stf khan hiem hang tren thi trirdng thong 
thtfdng se khuygn khlch cac doi thu tham gia thj trufrng thi 
vong tron hoan hao cua Nintendo da khien nhutag hy vgng 
co the c^nh tranh vdi hp tieu tan. Chi co mpt each duy nhat 
de nhay qua dau Nintendo la di cung v6i cong nghp mcri. Do 
la dieu ma Sega cuoi cung da lam, nhir chung ta se thay ro 
hdn trong chtfdng vg Ph^m vL 

Tro chori sure m^nh 

Bdi vi Nintendo chiem dpc quyen trong thj trtfdng 
mdy chdi video 8 bit, gid tri gia tdng cua hp bdng toan bp 
chiec banh trd chdi dign tfir gia dinh. Khdng co m 5 i de dpa 
nao tijf cac doi thu. Khong mpt nha san xudt phdn cufng ndo, 
kg ca Atari cung nhtf bd't ky ai khde, c6 difpc dti chi chiit it 
gid tri gia tang d day. 

Tuy nhien, da co nhttng ngirefi chdi khac cung doi 
phan chiec banh cho minh. Hay di mpt vong quanh M^ng 
gid trj. G ddy c6 kdnh bdn le - ede khdeh hdng gan gui nhdt 
cua Nintendo - nhif cac sieu thj ban le Toys "R 11 U vd Wal- 
Mart. G day c6n c6 nhffng ngirdi bS trtf cho Nintendo - cac 
nhd viet phan mem tro chdi ben ngoai nhu* Acclaim vd 
Electronic Arts. Vd con c6 ca ede nha cung cdp cua Nintendo 
nfra, bao gom ede nhd mdy san xuat chip dipn tit nhtf Ricoh 
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va Sharp v& nhufng chu nhan ciia cac nhan v^t hoat hinh va 
tranh hai htforc nhtf Disney (Mickey Mouse) va Marvel (Ngtfcti 
nhpn) sir dpng trong cac trd chtfi cua Nintendo. 

Kh£ch h£ng 

Toy "R ,, US. Wal-Mart 

D6i thu canh tranh a 
Atari, Commondore^ 

(ph&n ctpng) * 

\ t/ 

CAc nhd cung dip 



Nhirng ngircw bo trgr 

Acclaim, 
Electronic Arts 


Chi£n Itfpc cua Nintendo da co tac dpng den vi$c h^n 
che gia tri gia tang cua m6i ngifdi trong s6 nhufng ngircfi chtfi 
kh&c trong ca cupc chcri nhy. 

Hay b&t dau vdi cac khach hang cua Nintendo. Nintendo 
da chd'ng Id quySn hfc cua ngifdi mua tfr phia Toy "R" US va 
Wal-Mart nhir the nao? Chinh s£ch quan ly hang ton kho cua 
Nintendo da dong vai tro then chot d day. C&c being tro chtfi 
thtfdng xuyen trong tinh tr^ng khan hiem. Nintendo co the 
mSX niQt ph 3 n doanh thu, tuy nhien tac dpng ldn hdn la mpt 
s 6 cdng ty ban le se khong co hang ban. Vi thS cua nh&ng 
cong ty nay cung khong khac gi cac sinh vien trong van bai 
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cua Barry trong tro chcri Quan bii. No giong nhtf co 26 nha 
bin le - tren thtfc te con nhieu htfn the - theo duoi 23 quan 
bai den cua Nintendo. Cung giong nhir cac sinh vien cua 
Barry, nhtfng nha ban le nay co rat it gia tri gia tang. Ngay ca 
ngtfcrt khong 16 Toy ”R" US cung of the yeu. Khi xay ra h$i 
chutig Nintendo, khach hang dtjfng xep hang dai ben ngoai 
cac cua hang khi eh cac nha ban le phai khan nai cung cap 
them hang ntfa. Vcfi tro chtfi thieu cung, Nintendo da danh 
gyc quyen ltfc cua ngtfcri mua. 

Vu dai tiep theo cua cac cuqc thtfcTng lifqng la cac nha 
san xuat phan mem. Dieu gi da dien ra a day? Tnrcrc het, tat 
nhien la Nintendo cung dang ho$t d$ng 6 trong llnh vvfc nay 
va kha thanh cong. Tiep do, chip bao mat da cho phep 
Nintendo thiet lap mpt chtftfng trinh cap phep duvc quan ly 
het she ch$t che. H^n che chi nam ten tro chdi mcri trong 
mot nam da gift cho nhimg ngtfcri san xuat phan mem d vj 
the tiftfng doi ngang nhau: khong ngtfcri nao co the trcf nen 
qua m^nh. Do Nintendo cung t\f phat trien cac tro chtfi 
trong ngi b0 nen ho khong bi phg thupc dang ke vao bat ky 
m$t nha san xuat phan mem nao. Tac dgng tong hqp la h$n 
che git gao gia trj gia tang cua nhimg ngtfdi viet phan mem 
dirge cap phep. 

Nhtfng nhi cung cap cua Nintendo cung co rat it gia tri 
gia tang. Cac chip di£n tit dung trong may chdi chi la loai hang 
hoa thong dong, Ve cac nhan v$t tro chcfi thi Nintendo da 
trung dpc die vdi vi£c phat trien nhan v$t Mario. Sau khi 
Mario trd thanh ngoi sao, gia tri gia tang cua cac nhan v$t 
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khac nhtf Mickey Mouse, Ngircfi nhpn deu giam h§n. Tren 
thi/c te, Nintendo da dao ngtfpc hoan toan tinh the va th£m 
chi doi tra tien ban quyen cho vice diXa nhan v£t nay cua 
minh vao cac truyen tranh hai htfcrc va phim hoat hinh, tren 
cac hpp dtfng ngu coc cung nhif cac trd chcri khac. 

Ten cua tcf tap chi hang thang - Site m^nh cua Nintendo 
- da noi len tat ca dieu do niQt each rat ro rang. 

Chien Itfpc cua Nintendo da mang l$i gia tri gia tang cao 
cho chinh ban than hang va ngtfpc lgi, gia trj gia tang rat thap 
cho tat ca nhuttg ngufri con lai. B£ng each nay Nintendo da co 
the chiem dirpc mieng banh khong lo trong mpt chiec banh cd 
trung binh. Ngifpc lai, Sony va Nissan hoat d$ng trong cac linh 
v\Tc c^nh tranh cao dp - moi cong ty deu co rat nhieu doi thu. 
Dutig nham ]§n gia trj gia tang cua Sony vefi gia trj gia tang ldn 
htfn rat nhieu cua may thu hinh noi chung, hope gia trj gia 
tang cua Nissan vdi gia trj gia tang cua xe hcri. Ban vSn co the 
xem vo tuyen ma khong co Sony, mac du khong phai la cac 
nhan hi§u Watchman hojc Trinitron, va ban van co the lai xe 
ma khong can den Nissan, mac du khong phai lai tren chiec 
Maxima hay Infinity. D< 5 i v<M Nintendo, bdi vi ho chiem vj tri 
dpc quyen nen gi6 tri gia tang cua hang chiem gan het gia tri 
gia tang cua cac tro chori dipn ttf tren video. Khong co 
Nintendo, ban khong co tro chtfi dipn tit. Do chinh la chia 
khoa giup Nintendo co the vt rpt qua Sony va Nisan ve gia tri 
tren thj trtfdng. 



Thach thtirc chong dQC quyen 

Trong boi canh quan he cang th^ng giffa My v& Nh$t 
Ban, mgt so ngtfcfi da dpt cau hoi vcfi cac hogt d$ng cua 
Nintendo. Cuoi nam 1989 - vao dung ngay ky nigm tr|n 
chien Tran Chau cang - nghi si Dennis Eckart (bang D- 
Ohio), Chu tich Tieu ban chong d$c quyen trong Hg nghi 
viqn, da to chut hpp bao de yeu cau Ban Tif phap dieu tra cAc 
khieu nai ve vigc Nintendo da ngan can cgnh tranh mgt each 
khong cong bang. 

> Bufc thu cua Eckart gtfi Bp Tu phdp da lipt ke ra mot 
vai diem dang quan tam. Trtfcrc het la vipc suf dyng c&c chip 
bao mpt vdi dung y dtfcfng nhu de ngan can canh tranh. Thuf 
hai Id cac thoa thuan cap phep cho nhflng nha san xuat 
phan mem, nhtfng ngircfi ma theo ldi 15 trong thir thi "traf 
nen hau nhu php thugc hoan toan vao SO chap thuan cua 
Nintendo doi veri cac tro choi cua ho cung nhu phan bo hgn 
ngach san xuat". Tiep theo, bufc thu to y nghi ngef rang si; 
khan hi£m vao le Giang sinh nam 1988 chdng qua la ke de 
t5ng gia va tang nhu cau tieu dung nham cung co don bay 
thj trufrng cua Nintendo. Cuoi cung, tieu ban ket t$i Nintendo 
da Iqi dpng qua mut she mgnh quyen ltfc cua minh tren thj 
trirdng bang each de dga cac nha ban le, thgm chi cSt dirt 
hpp dong vdi ho neu nhu doi thu cua Nintendo co ch6 trong 
cac sieu thi ciia hp. Eckart da khSng dinh rang chinh do cac 
hanh vi do ma ”ket qua rong la chi co mpt tro chcfi duy nhat 
trong thanh ph6”. 
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Nhyn x6t ve vy kign chong dye quy£n ciia chinh phu, ter 
bao kinh doanh ra hang tiian Barron da viet: 

Rat dong c£c luyt sit chong dye quyen da co the lam 
dir</c nhtfng viyc co ich htfn nhieu ke ca chcfi thir tro chcfi 
Super Mario Brother 3 thay vi loi vy viyc kieu nay ra toa,.. 
Trong cuyc dieu tra de tim ra nhttng ke Ilia dao... chung ta 
mong r&ng hy se thanh cong. Nhutig ho lyi truy kich Nintendo 
va nhQtig doanh nghiyp thanh dyt khac, vefi nhttng thanh cong 
thi/c sy, nhihig ti&i bQ cong nghy thi/c si/ va nhihig phan 
thtfcrng thi/c si/. 

Myt nam sau do, chinh phu da ngihig viyc dieu tra doi 
veri Nintendo. 

Lyfi nhuyn cua dye quyen 

Luon luon de cho hQ doi hoi nhieu hefn . 

- Ldi myt vcf hai kich co 

Co difc/c si/ dye quyen nghia la gi? La neu khong co ban 
thi cung khong con tro chcfi. Vi vyy, gia tri gia tang cua byn 
dung b&ng toan b§ chiec banh - myt diSu dang them muon. 
Tuy nhien, vice byn co lyi den mtic nao khong nhttng phy 
thuyc vao gia trj gia tang cua byn ma con cua tat ca nhihig 
ngirdi khac cung muon co phan trong chiec banh do ntta. Day 
chinh la cho vai tro cua si/ thieu hyt duyc the hiyn. 

Trong tro chcfi Quan bai, ca Adam va Barry deu co si/ 
dye quyen. Ca hai deu gift tSt ca cac quan bai den, tuy nhien 
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Barry da lam t6t hern Adam rat nhieu. Bang each bo di ba 
quan bai, Barry thyc sy da t$o ra sy thieu hyt. Ket qua la gia 
trj gia tang cua cac sinh vien trong van bai cua Barry it hern 
nhieu so vcri van bai cua Adam. Do v$y, trong khi Adam chia 
deu chiec banh vdi cac sinh vien cua minh thi Barry ehiem 
han mqt phan iern. Chinh do cung la ly do vi sao Nintendo 
lai thanh cong den v£y: Trong khi dQC quyen, ban than no 
da la co Itfi cho minh thi dQC quyen ciing v&i s\t thieu hut se 
edn mang Iqi l#i ich gap doi nhu the, 

Cau chuypn cua Nintendo cho thay cac tac dqng tiem 
tang cua vige thieu hang hoa cung cap cho khach hang. Chien 
lirqc nay co m§t ban doi xftng bdi vi Mang gia trj la dong deu 
va can xung. Chien liryc doi xting vdi thieu cung se la thieu cau 
doi vdi nguon lyc, mgt chien luyc cung co sue mpnh tiem tang 
khong kem gi chien liryc thieu cung. 

Lien doan bong da quoc gia (NFL) da ap dyng ca hai 
chien lyyc. Trong chuerng Ly thuyet trd chai, chung ta da thay 
NFL han che so luyng cac d$i bong ra sao. Lien doan nay dong 
thdi con hgn che ve so liryng cau thu. B£ng each gift so cac dpi 
bong cf so it va han che luon ca quy mo moi.dpi bong, NFL da 
bao dam rSng se co nhieu cau thu muon chdi b6ng da chuyen 
nghigp hon la s 5 ngudi co the co ccr hpi lam dieu d6. Dieu nay 
lam giam gia trj gia tang cua m 5 i cau thu va khien mure ltftfng 
cua hp cung giam. Neu nhu* NFL nefi long c£ch h$n che thi 
chat lirpng cac tr|n dau co the bj giam xuong, nhirng lirong 
cua cac cau thu se tang len. 
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Ky nguyen cua kim cifofng 

Hay cung quay trd l$i diem bit dau cua chutrng niy; D6 
la nghjch ly ve nirbc va kim ctftfng cua Adam Smith. Hai tram 
nim trtfbc, kim ctftfng mcfi chi dir<?c tim thay dtfdi cic long 
song cua An Dq va trong cac rung rgm Brazil. Nhtf v&y cung 
- cau da giai thich vg gia tifong doi giira nirbc va kim circfng. 
Ntfbc luon luon doi dao va do v£y no rat re. Trong khi do kim 
ctftfng hiem hon nhieu va vi the cung dit hem rat nhieu. V$y 
thi phai chang day da khong con la nghjch ly ntfa? Chtfa hin 
nhir v$y. 

Dieu kho hieu chinh la b cho vi sao kim ctftfng cho den 
t$n bay gid van dit nhif vgy? Gia kim ctftfng rat cao da khien 
nhieu ngtfdi do di tim Idem nhtfng nguon kim ctftfng mbi, va 
ho da tim ra chung. Vao nhirng nim 1870, cac mo kim ctfcmg 
lbn diTtfc phat hi£n ra b vdng Transvaal thupc Nam Phi. TruT 
lifting kim cirong lbn cung diTtfc tim thSy d Angola, Australia, 
Botswana, Namibia v& nubc cpng hoa Zaive. Vao nhdng 
nami.960, nubc Nga da tim dutfc each mang len khoi mgt d 3 t 
m$t phbn trtf ltfgmg kim ciftmg khong lb b dirdi nhutig tang 
dat bj d6ng Mng vinh ebu cua vung Siberi. Hi?n nay day la 
quoc gia san xuat da quy chat ltfd n g cao hang dau the gibi. 
Trong khoang thdi gian tbn&m 1950 den 1985, tSng san ludng 
kim ctftfng tren to&n the giefi da tang tuf 15 tri$u den 40 tri§u 
cara mbi n&m. Tibp do, tuf n&m 1985 d£n 1996, con so nay da 
tang hem gap doi, tcri tren 100 tri$u cara. C6 th$ n6i ngay nay 
kim ctfcmg da khong con la cua hiem. 
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Chung ta da noi den mot phla cua ding thdc - phia cung. 
Ve phia cau, nhu cau doi vdi kim ctfOng cung da trd nen on 
djnh hdn nhfeu so vdi tnrdc. N6 chu y£u chju anh hudng tit 
cdc ySn to ve dan so, chjng h^n nhir so ngirdi ket hon hang 
nam. Vdi cung ngay cang tang trong khi cau v 5 n tutfng d6i on 
djnh, vi sao gia kim cuong lgi van cao den v$y? Co ve nhtf 
nghjch ly nude - kim ctfcfng con trd nen nghjch ddi hon nda 
trong thcfi d$ii ngay nay so vdi thdi cua Adam Smith. 

Chi co m$t ldi giai thich: do la DeBeers, Cong ty Nam 
Phi nay chiem vi the dpc quyen tren th| tnfdng kim cirong thS 
gidi. Gan nhtf tat ca kim ctftfng tren thS gidi deu dude ban qua 
he thdng phan phoi cua DeBeers, dtfpc biet den vdi ten goi To 
chde Trung tam Ban san pham. Th§m chi ca Nga cung cam ket 
ban 95% kim ctfdng cua minh qua DeBeers. 

Con nhieu dieu dang noi hon nda. DeBeers gift nguon 
cung. Hay nhd l$i trirdng htfp cua Nintendo khi hang nay co 
tinh khong dap litig du cac dtfn d&t hang cua ede nha ban le 
vao nam 1988. Vdi DeBeers thi nam nao cung v$y. T$p doan 
nay chi to chufc bdn kim ctfdng 10 Ian moi ndm - 10 Ian "ra 
mdt 11 theo each noi trong Hnh vtfc nay - va chi chon ra 150 
nha buon kim ctfdng de mdi tham gia. DeBeers ttf quyet dinh 
mdc cung cap ma h<? cho la phu hdp. Mdi ngtfdi diftfc mdi khi 
do se nhjt lay nhutig vien da cuqi trong m$t chiec hop dtfng 
giay binh thtfdng mau nau. Chi co ho$c lay ho|c bo ve, vk cac 
dai ly kim ctftfng thirdng deu nh§t lay. Nhutig d^i ly nko mini 
tinh gay hai cho DeBeers bkng each tich trd, dau co, hay 
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tham gia vao thi trtfdng chui se khong bao gib hy vpng dupe 
mbi den vao cac Tan ra mSt sau. Khong bao gift co chuypn 
thieu nhfrng dyi ly mong muon c6 dupe mpt cho cho minh 
trong cac buoi ra mat do. 

Cung vbi vipc kiem soat cung, DeBeers cung quan ly ca 
cau. NgObi ta danh gia kim ctftfng rat cao bbi vi hQ cho rang 
chung rat khan hiem. Thqc te thi chung khong hiem, nhifng 
dieu do khong co y nghla gi ca. Dieu quan trong la cac cam 
nhyn cho ring chung hiem. Cam nhyn ve sq hiem hoi da khien 
cho kim ctfdng trb thanh sq !qa chgn ly tubng cho nhan cifbi, 
d! nhien la c6 mpt chut ho trq them tb cac chitting trinh quang 
cao dai hdi cua DeBeers. Thqc te la nhan cUtfi bang kim citcrng 
da trb thanh mpt "truyen thong" mdi b Nhyt Ban. Nam 1967, 
chi co mpt trbng so 20 cap mdi cildi trao nhan kim etfcrng. Bay 
gid dieu nay gan nhtf la pho bien d nqdc nay. 

DeBeers con sit dyng quang cao de nhao n?n tro chert 
theo cac each khac niia. Hp muon nhifng ngddi mua kim 
cirong se gib chung mai mai. Dieu nay ngan can sq cpnh tranh 
tif thi trddng thd cap. De ngqdi ta khong ban kim cuWng di, 
DeBeers da dtfa ra mpt chien djeh van dpng co tieu de "Kim 
cirong vinh cdu". De phan dng lyi vipc node Nga gia tang xuat 
khau kim cqong hyng trung binh, DeBeers da tung ra "Chiec 
nhan vinh cdu" de tang trong cac ngay le co giin nhufng hqt 
kim cbdng b|c trung do. 

Tuy nhien, bat ke nhdng no Iqc cua minh, DeBeers van 
khong the gid cho nhu cau luon luon di trtfdc nguon cung 




dang tang len nhanh chong. Vi vpy, de giur cho kim cUtfng tiep 
tyc khan hiem, DeBeer da phai tich tru* ngay cang nhieu da 
quy trong cac kho cua minh. Trong khi DeBeer da ban ra mpt 
lupng kim cUcfng vcfi gia tri ky lyc la 2,5 ty USD chi trong ntifa 
dau nam 1994 thi cho den thang 6 nam do, ton kho cua tpp 
doan nay da ten tPi 4 ty USD, gap doi mile cua trude do mpt 
thpp ky. 

Ngan kho nuPc Nga cung tich trtf mpt iupng ldn kim 
cUcfng, uPc chutig trj gia it nhat khoang 4 ty USD nufp. Do sp 
mat on djnh ve chinh trj cua Nga trong giai doan Vila qua, 
lupng kim ctftfng trong kho nay trP thanh mieng moi ngon va 
nhtfng vien da quy da b\ tuon ra thi trUPng mpt each bat hpp 
phap. De dap lpi DeBeer da phai cat giam lupng cung cua 
minh hefn nfta chi de giff cho gia khong doi. Day khong phai la 
Tan dau tien trong ljch sir DeBeer phai doi mpt vPi mpt thach 
thile nghiem trpng nhtf vpy. 

DeBeer va nguPi Nga co cung chung lpi ich trong vipc 
kiem soat nguon cung. Mpc du lan nay hp co the thanh cong 
nhumg chPc ch&n se ngay cang kho khan htfn de giu* cho kim 
circfng tiep tyc khan hiem trong boi canh nguon tai nguyen 
thi§n nhien dupe khai thac ngay cang nhieu hem, Kim cUtfng 
co the la vinh cuto, nhung nghjch ly cua Adam Smith co the 
dutig vufng dupe bao lau nu’a? 

Vipc giai thich nghich ly nuPc - kim cUcfng hipn dpi da 
vupt ra ngoai gidi hpn cung va cau. Do la cau chuypn ve mpt 
ngudi chu sP huru nguon cung va co kha nang kiefrn soat no. De 
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thay duyc tarn quan trQng cua quyen sd hull va kha nang kiem 
soat, hay hinh dung ra mQt luc nao do tat ca nude tren the gicri 
nay deu dityc sd hull va kiem soat bdi mQt ngudi, m$t 
DeBeers - nude. Ben cynh no khi do, DeBeers - kim citcrng se 
khong khac gi mQt giQt nude trong bien ca. 

Hyn che cung? 

Chung ta hay ap dyng bai hQC cua Nintendo, NFL va 
DeBeers vao mQt tinh huong kinh doanh kha quen thuQC. 
B^n phai doi m§t vdi nhu cau ngay cang tang len doi vdi san 
pham cua ban. Ro rang la ban phai can them nang lyc de san 
xuat, nhifiig them bao nhieu 1 A vu*a? Cac cud'n sSch gi 3 o khoa 
ve khoa hQC quan ly dong khung van nay nhif mQt vSn d? 
ve sy can bang: md rQng qua it byn se co the mat doanh thu; 
md r§ng qua nhieu va rut cuqc byn se phai tra ti'§n cho ph'3n 
nang lyc san xuat khong dung den. Vi$c md r$ng mQt each 
toi uli se giam thieu cac chi phi co the thay trtfdc cua hai sai 
lam nay. 

Cac phan tich ve md rgng nang lyc san xuat trong sach 
giao khoa gia djnh rang lyi nhu$n tit doanh thu la khong doi, 
bat ke co sy thidu hyt hay dit thda. Day la mQt gia djnh toi. Co 
mQt sy mgt cSn dSi Idn giufa hai tinh huong. Thieu m$t it nang 
lyc san xuat va moi khach hang se chi co rat it gia trj gia ting. 
Thifa mQt it nang lyc va m6i khach hang se trd nen mynh 
khong kern gi ban. Lyi nhuyn cua ban se ldn htfn neii nhu co 
sy thieu hyt thay vi dit thtia. MQt Tan nufa do l^i 1 £ trd chdi 
Quan bai. Chi can mQt thay doi nho, len hay xuong, trong so 
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cac quan bai den la se gay ra mpt chenh l$ch ldn trong so tien 
ma Barry m$c ca vdri cac sinh vien. 

Suy nghi tren quan diem gia tri gia tang g</i y m$t si/ can 
bing thien ve it hern thay vi nhfeu htfn. Tha ring b$n co the sai 
Tam neii them qua it nang li/c san xuat. Nang li/c dif thura 
mang theo m$t chi phi rat ldn - theo nghia danh mat sure 
m$nh trong thtftfng ltf</ng - dieu thirdng hay bj bo qua. 

Si/ mat can doi dang ng^c nhien gifta thien hyt va dtf 
thura giup giai thich nhung chu ky lip di l$p lyi trong cac 
nganh cong nghi^p 'tur che bien giay den hoa chat, khach san, 
san xuat vi mych, bat d$ng san va bao hiem rui ro. M$t ngtfcri 
mef rgng san xuat va bat chc/t l</i nhu$n cua tat ca mpi ngifcri 
d(§u dong loyt syt giam. Chi can thu*a mQt chut nang li/c san 
xuit co the keo l</i nhu£n xuong dang ke. Si/ syt giam lc/i 
nhuyn din den tinh tr^ng tarn ngirtig mb r$ng san xuat, Dong 
thcri, nhu cau van tiep tyc tang len, khien cho dan dan nang 
It/c san xuat lyi trd thanh khong du. The mynh quay trd lyi vciri 
cac nha san xuat va hQ lyi bit dau co lai. Mqt ai do cam thay 
lyc quan va lyi mef r$ng qua mure can thiet, va ngay khi chi qua 
them mQt chut it thoi la chu ley 1 tren lyi bit diu l§p lyi. 

Cho den nay, thong diep la: Hay thyn trpng vefi thura 
Cling. Tuy rthien, cung khong nen thyn trpng qua mure. Co mQt 
so chi phi ngam cua vi£c thieu cung ma byn phai tinh den 
trong ding thftc cua minh. Bdi vi vice mat doanh thu hom nay 
co the din den mat quan he va mat ca nguon doanh thu trong 
ttfdng lai ni/a. Si/ thieu hyt co the gay ra nhttng d$ng ccr khong 
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tot. Khach hang khong mua dupe san pham h q muon chic 
chin se khong hai long va nhufng ngirdi mua dutfc cung se bye 
minh vi phai tra gia cao. DT nhien tac dgng tang uy tin cua san 
pham c6 the bu dip phan nao cho tac dgng tieu c\tc noi tren 
nhtf triTdng hyp cua Nintendo va cac vien kim cutfng, nhutig 
khong nen cho ring tac dgng nay la duong nhien. 

N6i mgt each ngin ggn, vige han che cung tao ra mgt lo 
hong tren th; trifdng va lam khach hang bat binh. Do con la 
lefi mefi de nhtfng ke khac btfdc vio. Tham chi ngay ca cac 
khach hang ban dang ban cho hg cung sin sang d6i doi tac va 
cho ban mgt bai h<?c. Do la ly do vi sao trong dii han, ban 
nen chtfi van bai cua Adam chrf khong phai cua Barry. Ban hy 
sinh mQt phan lpi nhuan ngiy horn nay, nhtfng ban vin gift 
dirge cho cugc chcri tiep t\ic. 
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H^n chi cung 
Ly /© xay 

1. Giup bpn gianh duvc mieng b£nh to hem. 

2. C6 the lam tang gi£ trj cua bgn. 

3. C6 the quang cao khong mit tiin cho ban. 

4. Co thi khien khach hang buQC phai mua nh&ng 
m$t hang ban cham khac cua bpn cho din khi 
m?t hang khan hiem co tro Ipi. 

Ly le chong 

1. Lam nho chiic banh lai, giam doanh thu hi$n tgi 
cua ban. 

2. Co thi lam ban mat cac quan hp va anh hiring 
tieu epe din doanh thu trong ti/cmg lai. 

3. Tao ra nhCmg dong co khong tit. 

4. 04 hing thj truang, khuyin khich ngirai ngoai 
nhay v£o cupc. 


Cho den nay, chung ta vHn gia djnh rang ban co mpt gia 
trj gia tang nao do. Trpng tam nghien cum a day la lam the nao 
de h%n che gia trj gia tang cua nhtfng ngirefi chcri khac trong 
tro chcfi. Tat nhien b$n khong the cho r&ng vi$c ban co gia trj 
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gia t&ng la duttng nhien. Phan tiep sail day se xem xet cac each 
d§’ t$o ra gia trj gia tang. 

Gia trj gia tang trong m$t the gidi cpnh tranh 

Trong mpt the giefi cpnh tranh, ban phai lam vipc c$t 
ly*c de co dtfpc gia trj gia tang. Lam vipc c£t li/c la dieu c a 
ban trong kinh doanh. 6pn tim each lam the nao co dirpe 
nhulig san pham tot hefn, va b^n xem xet xem lam the nao su* 
dyng nguon li/c mpt each hipu qua htfn. Ban lang nghe 
khach hang cua minh de hQc each lam cho san pham cua ban 
hap d£n hefn doi vdi hQ. Ban thao lu$n vdi cac nha cung cap 
de phat hipn ra nhftng each dieu hanh doanh nghipp hipu 
qua hefn khong nhuTng cho ban ma cho ca hp ntfa. Ban dung 
vao vj tri cua khach hang va nha cung cap de hieu dirpc 
nhtfng gi hQ dang ky vpng. 

Tuy nhien, cupc ddi khong dern gian nhir v£y. Ban cai 
tien san pham va chi phi cua ban se tang len. Ngirpc l^i, n£u 
ban giam chi phi, ban se lam anh hirdng den san pham cua 
minh. Co m$t si/ danh doi gitta chi phi va chat lirpng. Ban co 
the dat dtfpc mute chi phi thap, ho§c san pham chat ltfpng cao, 
nhimg khong the la ca hai thft do. 

Stf danh doi 

Mpt each de cai thipn dtfpc gia tri gia tang la thi/c hipn 
vipc danh doi ( trade-off ) mpt each thong minh. Bi quyet ft day 
la lam sao de chi ra them chi l USD nhimg khien khach hang 
danh gia chat lifpng dirpe cai tien nhd do la 2 USD. Khi do ban 
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co the tang gia them 1,5 USD va ca hai ngtfdi - ban va khach 
hang - se cung thang. Ngtfpc l$i, lam the nao de bgn tiet kipm 
dir?c 2 USD ma khich hang nghl r&ng gia trj san pham ciia 
b?n chi bcft di 1 USD so vcri trude. B^ng each nay, b$n co the 
giam gia 1,5 USD va l^i mpt lan nufa t^o ra tinh huong cung 
thang. Trong ca hai trifdng hpp, bgn da t?o ra them 1 USD gia 
trj gia tang va chia doi no cung vcri khach hang cua ban. 

De tim ra stf danh doi nay, b?n l^i phai refi khoi doanh 
nghipp cua minh nhu* mgi khi. B^n can phai th£ch thtfc nhftng 
gia thiet cu v§ each thu“c bgn dang ho^t dpng kinh doanh hay 
nhtf trong trufrng hpp cua TWA dtfcfi day thi la nhutig gia thiet 
cu va rat khong d# chiu. 

Bay ti§n nghi va Cozzi 1 

Nam 1993, TWA b\ bupc phai cai to. Hang hang khong 
nay dang trong tinh trying co the so sanh vdi stf bo nhao cua 
may bay. Kh&ch hang tii bo hang. TWA dung a dufti cung 
trong bang xep h^ng tieu dung bari mftc ltfi nhu§n rat dang lo 
ngai. Tinh than cua nhan vien g$n nhir khong co. Va hang chi 
con veil vpn 10 tripu USD tien m$t trong ket. 

Bob Cozzi, Pho Tong Giam doc php trach marketing da 
nhin thay loi thoat. Ong de nghj bo bdt tef 10 den 40 ghe tren 


1. Tac gia chcri chtf vi Cozzi la ten nhan v$t chinh cua cau chuy$n, 
dong thefi ph&t am gan giong vdi cozy tieng Anh co nghia stf 
ti£n Ipi (ND). 


Ly thuyet tro cho*i trong kinh doanh 


219 


mdi chiec may bay va dan cac hang ghe con l$i cho khach hang 
co the duoi chan m§t each thoai mai htfn. Theo Cozzi: "Chung 
toi se myo hiem chi 1 tripu USD trong ket de bo bdt cac ghe, 
con 9 tripu con lyi la de xuc tien vipc do." Do la myt van chdi 
"dupe an ca nga ve khong". 

Cozzi da xuc tien quang cao ve cac ch6 ng6i thuyn tipn f 
dtfpc gQi la Hang ghe Tien nghi vefi dong thong diyp rh WA - 
dufrng bay thoai mai nhat". Cac gh£ Hyng Tien nghi cho phep 
duoi chan them 3 inch nu'a, mpt sy tang dang ke so vefi khoang 
each tieu chuan gitfa cac hang ghe la tti*30 den 32 inch. Trong 
khi tat ca cac hang hang khong kMc chi de khoang each du6i 
chan ldn hon cho cac ghe hang nhat va hang doanh nhan, duy 
nhat TWA tSng khoang c£ch du6i chan cho cac hang ghe hanh 
khach hyng thufrng. Mac dii vyy vln con nhieu ngtfdi to ra 
hoai nghi. Nhutig ngufri quan sat thieu thiyn cam va d§c dja 
con so sanh sang kien nay vdi vice s&p xep lai nhutig chiec ghe 
dau tren con tau Titanic. 

Sy* hoai nghi nky thyc ra da khong co ctf sd. Sy hai long 
cua khach hang tSng len v& tinh than cua nhan vien cung vyy. 
Chi trong vdng 6 thang, TWA da virefn len tuf vj tri cuoi cung 
len vj tri hang dau, tat ca chi nhd vipc keo dai khoang each 
duoi chan giSa c£c gh£ ngoi. TWA da tijfng bj xep hang difcfi 
trung binh trong sau tieu chi (tren tong cpng bay tieu chi danh 
gia), do la: dung gift, npi that may bay, tien nghi tren chuyen 
bay, thcri gian bieu, thai dp phyc vy, thu tyc tyi cong vao va 
djeh vy sau bay. Tuy nhien, thanh rich cua hang trong tieu chi 
cuoi cung - tieu chi v£ sy* thoai mai khi ngoi tren may bay thi 
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virtjft tr$i han so vcri cac hang hang khong khac. Cong ty nghien 
cijfu thj trirafng J.D. Power da dua TWA len vj tri la hang v£n 
tai hang d&u cho cac chuyen bay ngi dja va hang thuf hai cho 
cac chuyen bay ngan. 

Tat ca nhfrng cai do da giup lap day ch6 tren cac may bay 
cua TWA. Cozzi tinh toan rang m6i chd hang kinh te (hang 
thtfcrng) tren may bay bay gid dang gia 80 triyu USD moi nam. 
Quan trpng khong kem la ngay cang co nhieu khach hang bay 
tren cac chuyen bay cua TWA. Neil cong ty khong cho phep 
nhan vien cua minh di hang doanh nhan thi h^ng tipn nghi 
cua TWA la sy: lyfo chpn tot nhat tiep sau do. Den cuoi nam 
1993 , nhuyn thu ve trung binh tren m6i ghe cua TWA da 
tang 30% - gap doi con so cua toan nganh. 

Hyng ghe Tien nghi la mgt cAch khon ngoan va co hiyu qua 
ve m§t chi phi doi vcfi TWA de tang ch^Tt lif^ng djch vy cua minh. 
Chi phi thyc te cua vigc bo di mpt so ghe la phan doanh thu bj 
mat tu* cac hanh khach co the mua cac chd do. Nhimg neu may 
bay khong kin cho thi chi phi bo bdt mpt vai cho ngoi la rat nho 
trong khi co the tyo ra stfthoai mai \dn cho khach hang. 

Trong tinh huong nay TWA da thang vi kh&ch hang 
cua hp cung th&ng. V6i chat ltfpng djch vy tot htfn, TWA da 
dfrng tren cac doi thu cynh tranh. Lieu dieu nay co nghia la 
cac hang hang khong khac se bj Id hay khong? Khong nhat 
thiet Neu cf khia cynh TWA da loi keo difpc hanh khdch tic 
cac hang khac sang phia minh thi dung, tuy nhien if day 
con co mpt yeu to ”cung thSng" khac. TWA khong co y S \nh 
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bat dau mpt cuqc canh tranh ve gia. Vcri so ghe ngoi ft hern 
va so ghe trong cung it hon, chang co gi khien TWA phai 
giam gia. Tren thyc te, beri vi khach hang sSn sang tra tien 
nhieu hern de co duyc dich vy tot hern cua TWA, hang nay 
th?m chi con co c a hpi de tang gia. Cac hang hang khong 
khac dvyc lyi vi TWA gid day khong con b{ ap lyc de canh 
tranh b&ng gia nfta. 

Dieu gi se xay ra neu cac hang khac cung b&t chifdc ap 
dyng chien lvyc nay? Li£u dieu do co lam vo hi$u hoa 
nhfmg no l\Tc cua TWA hay khong? Khong. Neu cac hang 
khac di theo TWA, nang suat doi dif se bj loyi bo h&n khoi 
nganh cong nghiep hang khong von dang phi'en mu$n bdi 
thda nang suat. Hanh khach se co cho de du6i chan thoai 
mai, con cac hang se co it cho trong tren may bay hon va 
khong ai can phai khoi ngoi cac cupc chien tranh gia ca. 
Cozzi da tim dufyc each de dira ca nganh cong nghi£p hang 
khong ra khoi cac cugc chien gia ca nham ty v$ van luon 
dien ra moi khi cac hang hang khong co g&ng lap day cac 
khoang hanh khach. Co the noi day la chien luyc kinh 
doanh mang lyi hi£u qua 1cm nhat. 

Tuy nhien, thyc te cho thay hoa ra la hau het cac hang 
hang khong khac den khong hgc theo sang kien cua TWA. Hp 
quan tam den cai gpi la ”hieu ting chieu thu 1 Sau”. Vao cac thdi 
gian cao diem, dye biyt la cac buoi chieu thur Sau, cac may bay 
deu chyt nich. Vao nhdng thdi diem nhtf vyy, hang nao bo ghe 
hang do se phai chiu chi phi. Cac hang hang khong khac 
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quyet dinh gift nguyen sd ghe ngoi, m§c dii vao thdi gian con 
l^i trong tuan chung deu trong, de co the s\X dung chung vao 
luc cao diem. Dieu ma cac hang nay bo qua la vi$c bo bdt ghe 
ngoi da lam thay doi tro chdi suot thcri gian con l?i trong 
tuan. Mgt hang hang khong co it ghe trong hdn, m£c du do la 
do m$t so ghe da bi dor bo di cung co it dpng co de giam gi& 
hOn. Ltfi tch tu* m§t mufc gia cao co the hon rat nhieu so vcfi 
doanh thu tit mot vai cho ngoi chi vao chieu ngay thuf Sau. Ro 
rang cac hang hang khong khac da khong nhin thay dirqc 
dieu nay theo each do, 

Thtfc te, TWA da quen mat logic cua chinh minh v& g 3 n 
nho suyt bo Hang ghe Ti$n nghi di sau do, Chidn lu*OC da het 
sure thanh cong trong vi§c laCp day c&c may bay, den n 5 i cac 
ch6 danh de dudi chan l^i b&t dau co ve la m$t stf xa xi. Nam 
1994, ban quan ly mefi nh£m chfrc da quyet dinh rSng vi§c 
tang them tinh ti£n nghi khong the bi?n minh cho chi phi va 
quen mat rang do dau mk hi£n gid cac may bay lgi ditqc lap 
d'dy nhiT the. Nhtf Cozzi da mo ta: "Hang Tien nghi qua thanh 
cong den mdc ban lanh dao mdi da quyet dinh giet chet n6." 
Cac nlian vien da phan doi quyet li£t de bao v£ cho Hang ghe 
Ti$n nghi, Tren 300 ban fax da dtrqc gtfi den hang dS de nghj 
giur lai hang nay. 

Cozzi xin thoi vi$c vi bat dong vdi cac ke hoach cua ban 
quan ly mcri. Cuoi cung thi ban lanh dao da phai rut lui vao 
thang 4 nam 1994, Hang ghe Ti£n nghi lai dirqc su* dyng tref la* 
thay vi loai bo no. Chi co cac may bay dung rieng cho cac dip 
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nghi he de dap ufng nhu cau tang nhanh giai do$n nay nidi 
d§t trd l^i cac ghe ngoi. Mua thu nam 1994, Hyng ghe Ti$n 
nghi da hoan toan quay trd lgi tren cac chuyen bay npi dja 
cua TWA. Vin con la elute mupn de cac hang khac du'a ra cac 
phutmg an ti£n nghi rieng cua minh. 

Hpng ghe Ti£n nghi khong phai la mpt sy* danh doi 
ngang ngda. Do la mpt sang kien tuyet di£u. D;ch vy chat 
lirpng cao du*pc danh ddi vdi chi phi tang khdng dang kg. 
Thong thirdng, tang chat lirpng la ton kem. Va sau do la ban 
khong the chic chan ring mpi ngirdi deu sin long tra gia cao 
hon du de bti dip cho cac chi phi tang len. Nhufhg ngirdi khac 
nhau co the danh gia rat khac nhau ve chit lupng. Khong the 
tranh khoi mgt so ngtfdi se danh gia vipc cai thipn chat lirpng 
khong bing chi phi tang len do do. Mpt so khac l$i sin sang 
tra cao hon han cho nhufng cai thi£n nho trong chat lupng. 
Byn chi ra 1 USD de cai thien chat ltfpng san pham. Mpt so 
ngirdi se sin sang tra them 10 USD, mQt so khac chi la 2 USD, 
va cung co nhumg ngtfdi chi sin long tra them 50 cent. Dieu 
nay khien cho vi$c danh doi trd nen phtffc typ h an cho vice 
quan ly. Co the gQi day la trd chcri vdi cac con so. 

Tat ca mpi ngirdi deu cong nhyn ring di may bay sieu 
thanh Concorde thi tot hon. Tuy nhien, chi phi de van hanh 
no la rSt cao, trude het bdi cong suat cua no la rat han che. 
Khong nhiSu ngirdi cam thay vi|c tiet kiym them ba gid 
dong hb bay co the bi£n minh cho mere gia cao. Moi chiec 
Concorde chi co 100 cho ngoi va ngay ca nhir vyy thi cung 
rat It khi kin cho. Tuy nhien, dieu do hoan toan khdng co 
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nghia ring bay may bay Concorde li khong co <f nghia ve 
mat kinh te. M$t chiec may bay sieu thanh ldn hem, vcfi chi 
phi thap hon va nhcr do gia ve cung re htfn, se loi cuon dutfc 
khach hang va co the co lai. Ngiftfc ve nhCrng nim i960 khi 
ngirdi ta thiet ke ra Concorde, mqt chiec may bay sieu thanh 
lcm hdn ve mat ky thu£t la khong the lam dirgfc. Nhtfng ngay 
nay, dieu nay la hoan toan co the. 

M£t ben kia cua tang chat liftfng se la tiet kiem chi phL 
Khi ban co ging ti£t kiem chi phi, cac phan ifng co the se rSt 
khac nhau. Nhieu ngtfcri se khong phan doi neu chat liftfng co 
thap di chut it. Tuy nhien, nhulig ngufri khac co the se dinh 
gia san pham cua ban thap di dang ke - doi vdri ho, vi£c tiet 
kiem chi phi la khong the bu dip difljc stf sot giam ve chit 
ltftfng. Mpt lan nfra day l^i la tro choi vdi cac con so. 

Taco Bell va cong ty ban le quan ao cua Anh 
Marks&Spencer da chtfi dung trong tro choi vtri cac con so nay. 
Ban co the mu a dirt/c thi/c pham Mexico chat liftfng tot hon thi/c 
pham cua Taco Bell va co the mua dtft?c quan ao chat ltfqng cao 
hem quan ao cua Marks&Spencer. Tuy nhien, chat ltfqng cao 
hcfn di kem vcri gia cao hem ma h'au hit moi ngufri deu khong 
muon. Taco Bell va Marks&Spencer da bo qua mpt so khach 
hang nhtfng bu l^ti co dtfgfc rat nhieu khach hang khac. Tren thyte 
te. Taco Bell va Marks&Spencer da ban nhufng hang hoa dang 
gia hem dong ti'en bo ra va khach hang sin long mua nhulig 
hang hoa do. 

Cac vi du ve Hang ghe Ti$n nghi, ve Taco Bell va 
Marks&Spencer diu cho thay m$t s\f danh doi toi thieu. V6*i 
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mQt chi phi toi thieu, TWA da tao ra mot chat lining tot hern 
han. Ngtfpc lai, chi vdi chat lirpng thap hem chut it. Taco Bell 
va Marks&Spencer da tiet kipm dupe rat nhieu chi phi. Ly 
ttfcmg nhat la danh doi cang ft cang tdt. Va trirdng hop ft nhat 
la chSng phai danh doi gi ca. 

Lpri ich kep 

Trong khi $\f d£nh doi la mpt each de tao ra gia tri gia 
tang, se la tot ban nu*a neu ban co the vufa tang chat lirpng, 
vura tiet kipm dirpc chi phf. Ket qua nhir vpy dirpc gpi la "lpi 
ich kep" (trade-on). Lipu co ton tai cac trtfcfng hpp nhirvay 
hay khong? DI nhien la co. Hay nghi den cuqc each mang 
chat lurpng. Ngtfdi ta hpc dirpe r&ng thiet ke lai cac quy 
trinh san xuat - thay vi lam lpii cac san pham hong - se cai 
thipn dupe chat ltfpng va tiet kipm chi phf dong thefi cung 
mpt luc. Nhtf vay, ngirdi ta nhan thay rang chat lupng cno 
chink la chi phf thap. 

Thiet lap vong tron khep kin hoan hao la mpt con 
dircfng khac dan den cac lpi ich kep. Ban san xuat ra mpt 
san pham tot hem, ban dau, chi phf cua ban tang nhanh hon 
sy cam nhpn cua mpi ngtrdi v<§ chat lirpng dirpc cai thipn. 
Tuy nhien, neu ban co the tiep tpc duy tri san xuat thi se 
cang ngay cang nhieu khach hang tim den ban. Vcri san 
lirpng 1cm hon, ban co the hoat dpng hipu qua hem. SV danh 
doi gi&a chat Itfpng va chi phi dan dan trtf nen co Ipi hern 
cho ban. Bay gift ban co the kiem dupe nhieu tien hem so vcri 
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luc ban dau. Bpn co the dau tu* them nufa de cai tien san 
pham, giam gia, hogc lam ca hai dieu nay. B^n se tiep tpc co 
them nhieu khach hang va se co nang suat cao htfn. Chiec 
vong hoan hao dang lan di. Vdi quy mo du ldn, chi phi cua 
ban l$i co the giam htfn n&a. Khi do ban da chuyen si/ danh 
doi (trade-off) thanh mpt lpi ich kep. 

Trong nhttng cuqc tranh cai hipn nay ve van de bao vp 
moi trudng, ngtfcri ta thifdng cho rang co mpt si/ danh doi 
khong the tranh khoi. Co the co nhtfng san pham sgch hon, 
xanh hern, song de doi l$i can phai chap nh£n chat lirpng kem 
hdn va chi phi cao hOn. Thi/c ra khong han nhtf vpy. Giao sit 
Michael Porter cua truting Kinh doanh Harvard va dong si/ 
cua ong la Claas van de Linde, Giao sif quan ly trircfng Tong 
hpp Galen (Thuy Si) da dan chi/tig bang tit lieu rang co the co 
dirqc lpi ich kep trong bao ve moi trtfcfng. Hp da chi ra trtfcrng 
hpp cua nganh cong nghipp trong hoa tai Ha Lan. De giam sp 
nhiem dpc trong dat va cac mpeh nude ngam, ngtfPi Ha Lan da 
chuyen tif trong hoa ngoai treri sang trong trong cac long kinh 
hipn dai, P do thuoc tru* sau bpnh va phan hoa hpc chi phan 
tan trong m<?t he thong dong kin. Moi truPng dupe kiem soat 
nhir vpy cung giam rui ro hoa bj nhiem bpnh va giup nguPi 
trong hoa co the tiet kipm thuoc trur sau cung nh\X phan bon 
hoa hoc. Bang each chuyen hoa vao trong trong nha kinh, hp 
da tim ra mpt each mPi de trong hoa vdi chi phi thap hpn. Sau 
het, nha kinh co the giup giam bot nhi/ng bien dpng trong 
dieu kipn sinh truPng va nhd do tang chat lupng san pham. 
Nhtifng nguPi trong hoa Ha Lan nhuf vpy da vita bao vp moi 
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truftng, lai vda cai thipn dripc gia tri gia tang ciia minh dong 
thdi cung mQt luc. 

Phat hipn ra cac cd hpi de co dirgfc lo*i ich kep khong chi 
ddn thuan la cong vipc ky thupt. Ctf hpi co d khap mpi ndi neu 
bpn chiu kho ra ngoai tim kiem chung. La nhdng tac gia het 
long vdi cong vipc, chung toi hieu rat rd sd can thiet cua 
nghien cdu tai thdc dia, va di'eu nay dan chung ta den vdi Club 
Med trong ph'an tiep theo day. 

Ngu cung khach hang 

Mpc du khong ai than phien nhdng qua thyc cong vipc d 
Club Med la rat npng nhpc. Mpt ngay cua hp bSt dau td bda 
sang vao luc 7hi5 va thddng keo dhi tdi qua nda dem de chdi 
nhdng van bong chuyen, phyc vy d quay rdpfu, nham lai 
nhdng b&i thd hay mau chuypn khoi hai de bieu dien vao chieu 
hom sau. Cac nhan vien d day deu phai noi ddpc vai thd tieng 
va lam vipc sau ngay moi tuan. Mpc du vpy, cau 4 c bp nay tra 
Idcmg cho nhan vien cua minh - cac gentils organisateurs 1 - 
thap hdn nhieu so vdi mdc trung binh tren thj trddng doi vdi 
nhdng ngifdi tot nghipp dpi hpc va biet nhieu ngopi ngu 1 . Chi 
phi cho lao dpng chi bang 10% doanh thu, thap hern mdc trung 
binh trong nganh kinh doanh khach spn. 


1. Nhung nha to chdc ljch sy(ND). 
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Co phai la Club Med da tuyen dung toan cac nhan vien 
hyng bet? Khong he. Doanh so va mure tang trtfcmg d day da 
tyo ra khoang 2.000 vige lam m6i nam, trong khi co den 
35,000 ho so 1 xin vige. Club Med thu hut nhCmg ngifdi ma 
doi vefi hg tien khong quan trgng. Chi co nhuHg ngtfcfi thtfc 
sir yeu thich cau lyc b$ nay mdri xin vao day lam vige. Club 
Med thym chi con tuyen nhan vien trong so cac khach hang 
cua minh va vi vyy ma nhan vien cua hg thgc si/ ve nhieu 
myt cung khong khac gi cac khach hang. Va mgi ngtfcfi deu 
cam thay hai long. 

BSng each tiet kigm chi phi lao dpng, Club Med da dpt 
dugc myc dich la cung co s \t loi cuon cua minh doi vefi khach 
hang. Do la mgt lpi ich kep. 

Club Med con giam dirge chi phi bSng each 16 chifc giai 
tri cho cac khach cua minh ngay ben trong khuon vien cua 
khu nghi mat. Co rat nhieu hoyt dgng giai tri lien tyc di£n 
ra: cac lefp dyy typ the thao tren xa treo, lircrt van buom, cac 
buoi trinh di§n hang chiSu befi cac gentils organisateurs - 
khach hang chdng co ly do gi de bo di kham pha cac ntfi khac 
tren dao. Cac chuyen di tham quan thtfc dja neu co thtfcfng 
rat dat. Mgt phan trong cac chtfcfng trinh cua cau lye bp nay 
la danh thcri gian de khach hang giai tri cung nhau. N£u nhu 1 
co mgt vai ngtfcfi di ra ngoai tham dao thi nhtflig ngtfcfi con 
lyi se kem vui htfn. 

Vige htfcfng cac hoyt dgng vao ben trong khuon vien 
cung giup lam tang ten tuoi cua cau lyc bg. An tirgng ro net 



229 


Ly thuy4t tro choi trong kinh doanb 


nhat chi phoi d day la nhu*ng ngiTcfi di nghi d Club Med deu 
den thang vdi Club Med chur khong phai chi re qua tren 
dirdng di Martinique hay dao Thien Dirdng. Tat ca nhtfng gi 
la trai nghi^m d Club Med deu chi d xung quanh chmh cau 
lyc bo nay chuf khong phai la ca hon dao noi dyt cau lyc bp. 

Cac ccr sd tiyn nghi d Club Med kha dcfn gian. Phong 
nghi thyc hiyn chile nang cua no myt each hoan hao - m$t so 
ngirdi co the noi la thanh dym, so khac co the noi la xa hoa. 6 
day khong co diyn thoyi, dong ho, may thu hinh, bao chi, thym 
chi khong co ca giay viet. Kien true diryc thiet ke dyt myc dich 
de keo ngufti nghi hoa vao ciing nhftng khoang khong gian 
chung ben ngoai. Bieu nay thue day cac trai nghiym mang tinh 
cyng dong. Mqt Hn ntfa, Club Med da giam chi phi ma van lam 
tang s\rloi cuon cua minh. 

Club Med di thue h'au het tat ca co ngOi cua minh. Tuy 
nhien, vdi uy tin va co sd tiyn nghi don gian thi viyc ky lgi hyp 
dong thue khi het han khong co gi dang ngyi. Club Med luon 
co the chuyen sang mpt cho khac ma vSn khong mat khach 
hang hay phai thanh ly m$t ltfQng ldn tai san. Gi£ tri gia tang 
hoan toan thuQc v? Club Med chil khong phai ngtfdi chu dat 
cho thue. 

Club Med chmh la mQt vi dy cua trtfcfng hyp "cang it 
cang nhieu". Chien lutfc chi phi thap da mang den cho khach 
hang sy hai long hon. Lam cho mQi thuf don gian co nghla la 
tyo ra mQt san pham tSt hon. 
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Vay, dieu ngopc l$i co the tgo ra dope lpi ich kep hay 
khong? Lieu lam cho khach hang trd nen hai long htfn co dan 
den giam chi phi hay khong? CMc ch&n la co. Sau day ta m$t 
cau chuypn de dan chdng cho dieu do. 

Th| trtfotag cho nha tu 

Co quan lap phap bang Tenessee da ket lu£n rang vi£c 
de cho Cong ty to nhan CCA (Cong ty Phyc hoi nhan phSm 
My) dieu hanh nha tu vita hipu qua hdn l$i vita re hpn so vdi 
nhutig nha tu do chinh ccf quan nay dieu hanh thong qua Uy 
ban phpc hoi nhan pham cua bang. 

Thpc te la co the dieu hanh m$t nha tu vdi chi phi re hpn 
khong co gi dang ng$c nhien. Norval Morris, Giao su 1 danh dp 
ve luat va tpi pham hgc cua trodng Tong hop Chicago da noi: 
"Ro rang la cac anh co the de dang xay dong cac nggc toi va 
nem cac tu nhan vao do, sau do nem thdc an v&o cho hp va 
nhtfng dieu do ch&ng ton may tien. Van de d day la cac anh 
phyc vy hQ nho the nao?” 

Mpt diem thu vj la CCA da th&nh cong trong vipc giam chi 
phi, dong thdi van co the dieu hanh nha tu ttft hpn. CCA chi doi 
bang Tenessee tra 35,18 USD mpt ngay cho moi tu nhan trong 
khi d cac nha tu cua nha node chi phi la 35,76 USD. Co the do 
khong phai la chenh lpch ldn nhung hay nhd rang CCA con thu 
dope lpi nhupn kha cao ngay tren mdc gia thap nho v£y. Nam 
1994, lpi nhugn so vdi doanh thu cua CCA trung binh 7,3% 
doi vdi tat ca 45 nha tu do cong ty dieu hanh. Noi ve chat lopng, 
Uy ban d$c bipt cua cp quan lpp phap bang Tenessee da danh 
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gia cac nha tu cua CCA hon han cac nha tu cua nha ntfbc. G cac 
nha tu cua CCA co rat it ngtfbi bo tron cung nhir tu nhan tan 
cong ngtfbi khac, dong thbi djch vp y te tot hern, cac chtftfng 
trinh giao dye va vipc lam cung dirge danh gia cao horn. 

Ngay ca cac nhpn xet trong ngi bp cung rat tich evre. 
Phillips, 25 tuoi, bi tu 10 nam vi tpi trQm c&p co vu khi danh 
gia nha tu cua CCA la nha tu tot nhat trong so sau nha tu ma 
anh ta tifng b: "CX day speh se hon, co the chpn nhi'eu mon an 
h<Jn, cac cai ngpc kien nhan hon va sSn sang danh thbi gian 
cho chung toi." Mpt tu nhan khac, laments Samuel Mitchell, 
21 tuoi, di tu vi tpi an trpm, da tOftig b nha tu cua CCA va da 
xin chuyen sang mpt trong cac nha tu do nha ntfbc quan ly de 
dtfgc gan anh trai minh, cung tiec re noi: "Dang le toi khong 
bao gib nen bo di khoi ncri do." 

CCA da lam dtfpc dieu do nhir the nao? Chi phi ibn 
nhat de dieu hanh nha tu chinh la ltftfng cho cac cai ngpc. CX 
cac nha tu do nha ntfbc quan ly, 25% tong ngan sach chi tieu 
cua nha tu 1& de tra cho vipc phai lam them ngoai gib. Bac si 
Crants, ngtfbi sang lap va la Chu tich CCA da giai thich dieu 
nay nhtf sau: neu nhir nha tu la ncri khong an to&n va gay be 
che, cac cai ngpc se khong muon di lam va hp se lay cb xin 
nghi om. Nhtfng cai ngpc khac phai lam them gib va chinh 
dieu nay lam tang chi phi nhan cong. Theo Crants: "Tat ca 
chi la lam the nao cho nhutag can bp phpc hoi nhan pham 
nghi rang hp dang den lam vipc b mpt noi de chju. Hon nba, 
khong can phai co qua nhieu ngirbi canh chufng tu nhan, 
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thay vao do, hay to chufc cho tu nhan them nhieu chtfOng 
trinh de khien h q luon b$n r$n vofi cong vi£c. Dong then 
cung nen scfn cac bOrc tufrng va trong nhieu co xanh de t^o 
ra m$t moi trtfcfng dep m^t.” 

Sau het, ro rang la phtftfng phap giam gift tu nhan vao 
ng\Lc toi khong phai la phiftfng phap re ti'en nhat. 

Cac nha tu tu 1 nhan dang la mQt hi£n tirtjng ngay cang 
pho bien. Chung toi ngd r&ng rat nhieu cac ho^t d$ng cfing 
c$ng khac cung co the mang l?i chat Itftfng cao hon trong khi 
van tiet ki£m dir^c chi phi. Bat ky lmh v\rc nao cua nen kinh tf 
ma trtfdc day cac ltfc lifting thi trufrng chua t'6n t$i deu co the 
la nhttng noi de tim kiem nhutig l<?i ich kep. 


Tao ra gid tri gia ting 
Danh ddi 

1. Tang s6 ti&n khich hang san long tra ten cao hon 
chi phi bo them vao d£ c6 dippc si/ ting gia d6. 

2. Giam chi phi nhung khdng lim giam si/ s6t sang 
ciia khach hang tra cung m$t so tiin nhir trirac. 

Lgi ich kep 

1. Giam chi phi theo each c6 th£ giup b$n c6 sin 
phim tot hon. 

2. Cung c4p nhOng san phim tot han theo cSch c6 th& 
giup bgn giam chi phi. 
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Gia trj gia tang cua quan h$ 

Byn dang c6 gang het sure de tim each cung cap nhftng san 
phatm ch£t luxmg cao hem vdi chi phi thap hem. Cac d6'i thu cua 
b^n cung l^m nhif v|y. Do la ban chat t\r nhien cua canh tranh. 
Neu nhif co nhteu ngircfi khac cung lam dirge nhtfng gi byn lam 
thi ban se khong the c6 gia trj gia tang dang ke. 

M$t khi b$n co it gia tri gia t£ng, ban khong the duy tri 
dirge mure lai cao tr£n chi phi bo ra. Bgn khong ki?m dugc 
nhieu tien. Th?m chi con tg hem neu ban co ty lg chi phi co 
djnh cao va chi phi bien thien thap. Khi do, ban kho co the bu 
d£p dirge cho cac chi phi co djnh va trong tnrcfng hgp nay ban 
co the bj 16 nang. 

Cac vl dv ve nhfrng nganh kinh doanh co chi phi co djnh 
cao co the de ding ke? ra cf day: do la cac hang hang khong, cac 
dai ly cho thue xe htfi, cac cau lac bg siic khoe, khach san va 
nha hang. Nhieu nganh san xuat hang hoa - nhom, hoa chat, 
Ipc dau, giay va nhieu nganh khac ntta - cung deu co nhtfrig 
triet ly kinh doanh gan giong nhau. Mau so chung cua tat ca 
doanh nghigp nay 1& he? deu phai v$n hanh cac hoat dgng 
kinh doanh cua minh khong phy thugc nhieu vao so lirgng 
khach hang den vefi hg. 

Dieu nay ban than no khong phai la van de. Mgt so 
doanh nghigp trong cac nganh ke tren l&m an kha higu qua. 
Ch&ng hgn khach san Bon Mua tren dao Nevis chao mefi 
nhtfng chuyen nghi mat d vung bien Caribbean dgc dao, khSch 
san nay co gia trj gia tang rat cao. Tuy nhien, cac khach san 
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trong thanh pho nhtf Hilton, Hyatt, Marriott va Sheraton co 
the tim thay a hau het cac thanh pho ldn tren the gicfi lai co 
rat it thur de phan bigt hg vdi cac khach san cung lo$i khac. 
Dieu nay d£t hQ vdo m$t vj the yeu htfn. Moi khach san 
trong so nay se co gia trj gia tang lcfn khi thi trtfcfng trd nen 
ch|t ch$i. Nhimg khi thj trircfng maf rgng va nhu cau giam 
xu6ng thi lgfi nhu^tn sQt h&n. 

Con cac hang hang khong, hQ thtfcfng d vao vj tri rat 
nhay cam. Tat nhien cung co nhtfng tuyen diTcfng bay ma dem 
lgi cho mQt hang hang khong rieng le gia tri gia tang rat lcfn. 
Ch&ng han, neu ban muon bay thing d£n Minneapolis, ban 
can phai di hang hang khong Northwest. Gin nhir ban khong 
co ltfa chQn nao khac. Tuy nhien, hau het cac tuyen bay khac 
deu co m$t vai hang co the thay thi' nhau va s\f khac bigt ve 
chat liTQng la khong ldn. Them vdo do, cong suat trong nganh 
da vrTQt mufc cau mQt each dang ke, vai hau het chi phi la chi 
phi co d;nh. Tat ca nhung cai do giai thich rat r 5 tai sao cac 
hang hang khong dang phai doi mat veri mQt thach thufc lQi 
nhuan lcfn den mure nao. 

Khi phai doi m&t veri thach thurc lcfn, cac hang hang 
khong tref nen rat nang dQng, sang tao trong vige tim kiem giai 
phap. Hq deu da hieu tuf lau rang site manh tit vi$c tao dylig 
moi quan he vafi khach hang la mQt trong nhufng each tao ra 
gid trj gia tang trong mQt thi trircfng day canh tranh. Do chinh 
la dieu ma cac chirofng trinh ddnh cho khach bay thtfcfng xuyen 
nhdm den, nhir chung ta se thay ngay sau day. 
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T^o dyTig long trung thanh 

Mpt cau hoi tri gi k 64.000 USD la lam the nao de phat 
trien mpt moi quan h| tot dpp. Trong mpt chifrig myc nao d6 
cac quan hp dupe thiet l$p mpt each ty dpng. Sau khi hinh 
khach mua ve cua b^n tan dau, dtfcfng nhien nhtfng Ian sau hp 
se co dpng co mua ve cua ban thay vi mua cua doi thu canh 
tranh vcfi b$n. Day chi don thuan la quin tinh. Sy quen biet 
nu6i dtfofng sy hai long. Dieu nay se t^o cho b$n mpt gia trj gia 
tang nao d6, tuy nhien do c6 the van la chira du. 

B$n c6 the lam tot hon the. Ban co the thuc day moi 
quan hp khang khit cua ban vcfi khach hang mQt each tich eye, 
vi tat nhien la vdi ca cac nha cung cap cua ban ntfa. Th£m chi 
neu do khong phai la tinh yeu ty cai nhin dau tien thi ban vim 
co the bien Tan gap gd dau tien vdi khich hang hay nhi cung 
cap thanh cau chuypn dii nhfSu tap. 

Nhfrng ngtrdi du*yc bay mien phi 

Nam 1981, nganh cong nghipp hang khong My phai chju 
mot sy xio trpn ldn. Thj trudng van con dang dupe dieu chinh 
de thich nghi vcfi ty do hoa. Lan song nhuftig doi thu moi, chu 
yeu la khong co gi noi bat - nhtf People Express - lam tang 
them cong suat cua toan nganh. Nhutng hang hang khong da 
co ch6 ddng tvT lau tren thj trudng nay phai canh tranh rat 
quyet lipt de gianh khach. Gia ve giam m^nh. Cac hang hang 
khong phat hipn ra ring cac khach hang to ra khong trung 
thanh vi hp luon theo duoi mufc gia thap. 
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It nhat tro chOi da la nhu* vay cho den ngay 1 thang 5 
nam do, khi American Airlines tung ra myt chtftfng trinh danh 
rieng cho cac hanh khach bay thirdng xuyen vdi hang co ten 
gyi \k AAdvantage. ChiTOng trinh nay cho phep hanh khach ghi 
diem tren moi dam bay vdi American, sau do doi nhitng diem 
nay lay cac chuyen bay khong mat tfen den Hawaii hoac myt 
ncri khac. Khoang each bay cang ldn thi phan thirdng cang 
nhieu, moi chuySn bay ciia American Airlines da 40 ra dyng 
ccr ldn hern doi hanh khach de tiep tyc bay vdi hang trong cac 
chuyen bay sau. Khach hang cua American Airlines do vay da 
trd nen trung thanh vdi hang. Cung vdi sy* ho try cua cac tarn 
the thanh vien, myt chtftfng trinh may tinh de theo doi quang 
dirdng va myt vai chd ghe trong, American Airlines da tao ra 
long trung thanh tren myt bau trdi chat hyp. Hon the, chtftfng 
trinh AAdvantage co gia tri nhat doi vdi nhufng khach hang 
mang lyi lgri nhuyn nhieu nhat cho hang, do la cac thtfdng gia 
thirdng xuyen phai di lyi Mng may bay. 

AAdvantage da tyo d\rng long trung thanh bang each 
dtfa ra giai thirdng, day la myt y tirdng hay, bdi vi no khong 
qua ton kem. Chircfng trinh danh cho nhufng khach bay 
thirdng xuyen rat hi§u qua ve myt chi phi. Dau la chi phi doi 
vdi American Airlines khi ho tang khong cac chuyen bay 
mien phi? Chi myt it do trang miyng va myt chut nhien liyu - 
tong cpng khoang 20 USD. Cung nhir Hang ghe Tiyn nghi, 
TWA bdt ghe de danh cho ryng hon cho hanh khach duoi 
chan, American Airlines sd dyng cac ghe dang le cung se 
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trong neu khong co chtftfng trinh nay de t$ng khong cho cac 
khach hang trung thanh. 

DT nhien, cung co nhfrng trtfdng hpp khong suon sc. 
Trong so nhfrng ngufti nh§n dtfpc chuyen di Hawaii mien 
phi, mpt so dang le se tra tien de di vi hp thyc stf can den 
do. Trong cac tru'cfng hqp nay, chi phi ctf hpi cua American 
Airlines se la 1.000 USD chur khong phai chi 20 USD. Hanh 
khach tiet kipm dtfpe 1.000 USD le ra hp da tra, con 
American Airlines thi mat 1.000 USD le ra hp da thu dime. 
NhiTng ngay ca d day thi AAdvantage cung da mua duyc sit 
trung thanh - thy*c te la long trung thanh dang gia den 
1.000 USD - tat nhien chi phi nay cung xufng dang v<Vi long 
trung th&nh c6 dupe. 

Tren thtfc te, dyi da so cac trtfdng hpp la khong phai nhtr 
v$y. Cac phan thirdng dupe trao cho nhufng nguPi tat thien la 
rat vui khi dupe mpt chuyen bay di Hawaii mien phi nhimg 
neu phai bo ra 1.000 USD thi hp se tha khong di nfra. Chung 
ta lap lu$n nhir sau: Gia suf ngifcfi hanh khach do danh gia 
chuyen bay chi co 500 USD, khi do American Airlines mua sp 
trung thanh tri gia 500 USD vpi gia chi co 20 USD - qua thpc 
la rat hipu qua ve m$t chi phi. 

Tuy nhien, co hai dieu can canh bao cf day. Trifdc het, 
American Airlines can phai bao dam r&ng cac hanh khach di 
mien phi khong tranh cho cua nhifrig hanh khach khac - 
nhfmg nguPi tra tien loan bp cho chuyen bay. Neil cac ve 
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mien phi khien cho nhfrng ngirdi san long tra ti£n mua ve 
khong con ch6 ngoi bdi vi may bay da day hanh khdch thi 
American Airlines se lai mat 1.000 USD. Chinh vi vay, hang 
phai han che cac chuyen mien phi bang each han che so ch6 
ngoi mien phi dtftfc t$ng tren moi chuyen bay va dira ra 
nhtfng ngay khong ap dyng che d$ mien phi. Thcf hai, 
American Airlines can phai ngan chan vice b&n lai phan 
thiTdng. Neu khong cac ve mien phi se rtfi vao tay nhurng 
ngircri dang le da san long tra lien de mua ve cua hang. Va 
mpt lan nfra thi$t hai cua American Airlines se dung bang 
1.000 USD. 

Tat nhien khach hang se thich hon khi c6 nhttng chtfcfng 
trinh ifu dai cho hanh khach bay thirdng xuyen mi khong c6 
nhiftig han che ke tren. Tai sao American Airlines khong ISng 
nghe khach hang ciia minh? Bcfi vi khi do chi phi se gan v6i 
1.000 USD htfn la 20 USD va se khong co l<;i khi to chfrc c£c 
chtftfng trinh nhtf vay. Cac han che do thyc six khong phai d$t 
ra de lam cho khach hang mat vui, chung can thiet de chifOng 
trinh co the dutfc tiep tac thyc hi$n. 

M$t so nha kinh te tranh lu|n r&ng chirong trinh tfu 
dai khach bay thirefng xuyen nhir vay khong mang lai them 
gia tri gia tang. Paul Klemperer, Giio siX tntffng Dai hgc 
Tong hgfp Oxfort va Ivan Png, Giao sir trtfcfng UCLA da 
khang djnh trong bai bao cua hQ in tren tor Los Angeles 
Times nhir sau: "S\t trung thanh cua khdeh hang dtftfc tgo 
ditng nen bcfi cac chitcfng trinh cho khach bay thif&ng 
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xuyen khong ... d\£a tren si/ hai Idng ditcfc cung co dd'i v&i 
nhftng gi khach hang thitc sit muon , khdc v&i vi$c phdt 
trien cdc logi xd phdng trung tinh hay chiec xe h(?i thethao 
tiet ki$m nang ht</ng hcfn." 

Chung toi khong dong tinh v6i quan diem do. American 
Airlines da tim thay nhftng nguon lye khong dirpc stjT dyng het 
cong suat nhftng chiec ghe trong tren may bay v& quyet djnh 
sft dyng chung theo each hipu qua hem. Mpi ngtfdi den Hawaii 
de nghi, neu khong co chircfng trinh cua American Airlines thi 
hp se ch§ng bao gift di den do. B&ng each nky, American 
Airlines da lam cho chiec banh trft nen to hon va tang gia tri 
gia tang cua minh. 

Lfti the thupc ve American Airlines. Tuy nhien, khong 
co cai gi ft day ma cac hang hang khong khac lai khong the 
bat chtfftc. 

Chia se sy' trung th&nh 

Chi sau hai tuan kg' tft khi American Airlines gifti thipu 
AAdvantage, United Airlines cung tung ra mpt chirdng trinh 
tiTtfng ty co ten la Mileage Plus. Chi trong vong ba thang, tat 
ca cac hang hang khong khac deu dong lopt tung ra cac 
chutfng trinh rieng cua minh. M$c dh vyy American Airlines 
van tiep tyc dan dau vfti tren mpt tripu thanh vien dupe ghi 
ten tinh den cuoi nam 1981. 

Khong phai ai cung co the b&t chtfftc AAdvantage va 
cung thanh cong nhtf v|y. American Airlines da di trirftc 
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trong vice stir dong chirong trinh tren may tmh va dfeu nay 
t?o ra mpt Itfi the c$nh tranh Idn khi v$n hanh chtfdng 
trinh cua minh. Cac hang hang khong nho khong co kha 
nang ttf d§ng hoa se thay quan ly chiro ng trinh kieu nay eye 
ky phdc top. Dc dem cac ch$ng bay, ho phai di thu thop cac 
tam the dtfd c chia ra cho nhan vien dting d cong trudc khi 
len may bay. 

Cac chtftfng trinh danh cho khach bay thtfdng xuyen da 
giup cac hang hang khong ldn co dti^c mpt Itfi the trirdc cac 
hang dja phtfdng va cac hang nidi thanh lap. Vdi cac chuyen 
bay dat ti'en htfn h<? co kha nang t$ng miSn phi cac chuyen bay 
den Hawaii, vung bien Caribbe hay cac dia diem hap dan khac. 
Cac hang dja phtftfng co gang bu dip l$i being each difa ra 
nhutig phan thudng hao phong htfn. Den ltfdt minh, cac hang 
ldn tiep toe cung co tinh hap din trong cac chtfcfng trinh cua 
minh bang each lap ra lien minh vdi cac hang quoc te. 

Vi^c AAdvantage bj sao chep nhanh nhtf vay co anh 
hudng the nao den American Airlines? Dung la vice bit chirdc 
do da lam giam kha nang gilnh them thj phan cua American 
Airlines bdi hang nay khong con la hang duy nhat difa ra 
chudng trinh loai nay. Tat ca cac hang hang khong bay gid deu 
difa ra nhutig san phlm chat ludng cao hem, vi v$y san chori da 
it nhieu trd lgti can blng. 

Tuy nhien, dieu nay khong co nghia II stftrung thlnh se 
bj mlt th$m chi ngay ca khi co rat nhieu chirong trinh danh 
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cho khach bay thtfbng xuyen khac, bdi vi chi can khach hang 
di m$t vai daim tren may bay cua American Airlines, anh ta da 
co dpng c a de tiep tyc den vdi hang nay trong cac Ian sau. Do 
la dieu thi/c si/ ky di£u cua cac chuttng trinh danh cho khach 
bay thirdng xuyen. Thym chi ngay ca khi da bj sao chep, chung 
van tiep tyc tyo ra dpng cd cho si f trung thanh. 

Bay gid thi cac hang khac cung co khach hang trung 
thanh rieng cua minh giong nhir American Airlines. M$t khi 
moi hang hang khong deu co mpt c a sd hanh khach trung 
thanh nhtf vyy, viec gianh thi phan bang gia thap trd nen 
kem hap dan. Gia su* United Airlines giam gia de co g&ng 
gianh them thi phan. Lam nhtr vyy se it co hi£u qua bdi vi rat 
kho co the loi keo diTtfc cac khach bay thtfcmg xuyen cua 
American Airlines. Tudng neu United Airlines tang gia, 
hang nay cung khong mat di nhieu hanh khach, bdri khach 
cua hp khong muon bo phi nhfing chyng bay da di vdi 
United Airlines. 

Ve tong the, giam gia se it hi$u qua hem trong khi tang 
gia lyi it nil ro hem. Dieu nay dung vdi tat ca cac hang hang 
khong. Giam gia chi thu hut them rat it khach hang, trong khi 
tang gia cung khong lam mat dang ke cac khach hang hi£n tyi. 
anh hirdng cua long trung thanh dac bi£t rat mynh tren thj 
trtfcmg cua cac chuyen bay cong tac ncri co nhieu hanh khach 
bay thiromg xuyen nhat. Do la ly do tai sao gia ve hang thtfcfng 
khong han che va hang doanh nhan luon on dinh. 
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Tuy v£y, cac chirtfng trinh cho khach bay thtfcmg xuyen 
cung co nhifrig khiem khuyet. Khach bay co the tham gia vao 
nhieu hOn mpt chuttng trinh. Dieu nay lam loang higu qua cua 
sy trung thanh. M$c du vay, van co dgng ctf de tap trung so 
dam bay chi vbi mpt vai hang hang khong. Mgt phan thuting 
cho khach di 40.000 d$m nhieu hern hai phan thuftng cho 
khach bay 20.000 d$m, vi vay se khong co lgi neii rai deu 
khoang each bay vefi qua nhieu hang hang khong. Mpt yeu 
diem nira d day la khi so d$m bay da dirge chuyen thanh phan 
thtfdng, long trung thanh co the se mat. 

Ca hai diem yeu nay deu da dugc sura chufa b&ng vige cac 
hang hang khong giofi thigu cac chtfong trinh the Vang va Bach 
kim cua minh. Cac chutfng trinh khuyen mai the hg thuf hai 
nay dira ra nhCmg d§c quyen VIP cho cac khach hang tot nhat 
cua hang. De co dugc the Vang vdi American Airlines can phai 
bay 25.000 dgm mgt nam> the Bach kim doi hoi phai bay 
50.000 d|ni mgt nam. United Airlines co hang d$c bigt i-K 
flier danh cho nhifrig ngtfdi di tren 100.000 dam trong nSm 
vdi hang. Bcri \i cac mure noi tren la rat cao nen rat hiem khi co 
ngirdi tref thanh thanh vien cua ca hai chtfdng trinh the Vang 
hay the Bach kim. Nhd v$y, anh hufrng cua stf trung thanh 
khong bi phat tan. 

Mgt khi cac khach hang da bay vuyt cac mufc noi tren, hg 
se dirge hircmg dgc each Bn hang nhat khong han che, cac dich 
vy d$t ch6 d$c bigt, nang hang cho mgt ngtfdi di cung va con 
nhieu iru dai khac trong 12 thang tiep theo. Day khong phai la 
phan thirdng mgt Bn, cho nen long trung thanh khong bj mai 
mgt. De sur dyng trigt de cac lgi ich nay va de duy tri sg scr htfu 
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doi vdi the Vang hay Bach kim, cac hanh khach co mpi ly do 
de tiep tyc bay vdi cung mQt hang. Cac chutfng trinh the Vang 
va Bach kim quan trpng bdi chung loi keo nhutig khach hang 
gia trj nhat den vdi cac hang hang khong: Do la nhdng ngudi 
mua ve tra tien va thirdng xuyen phai bay. 

Ai thang ai thua? 

Cac chircfng trinh danh cho khach bay thtfdng xuyen tyo 
ra cac khach hang trung thanh va dan den tinh huo'ng cung 
thang doi vdi cac hang hang khong. Cac chirong trinh nay la 
tinh huong co dien trong cynh tranh hdp tac. Do la vi dy minh 
hpa cho dieu chung tdi muon noi den, r&ng doi khi each tot 
nhat de thanh cong la de cho nhutig ngudi khac cung thanh 
cong, ke ca doi thii cynh tranh cua byn. 

Con doi vdi khach hang thi sao? Hp dude hifdng chuyen 
bay mien phi den Hawaii (de nghi ngtfi), nhutig phai tra them 
tien cho tat ca cac chuyen bay cong vy den Phildenphia. Nhir 
vyy, d day co hai anh htfdng ngude chieu. Nhufng ngifdi di cac 
chuyen bay vi myc dich cong vy cho r£ng hp co ldi bdi vi sep 
cua hp tra tien ve trong khi hp dude hirdng so dym bay. Vyy 
liyu co phai cac sep la nhutig ngudi bj thiyt? Khong nhat thiet 
nhtf vyy. Cac d&m danh cho khach bay thudng xuyen la mpt 
each rat tot de cong ty co the den bu cho nhutig nhan vien 
thtfdng xuyen phai di cong tac cua minh ma khong phai chju 
them tfen thue. 

Thyc ra, ket eye cung th&ng doi vdi cac hang hilng 
khong c6 ve la mau thu&n doi vdi mpt so ngifdi. ChSng hyn, 



Giao six' Max Bazerman cua tniting Quan ly Kellogg khang 
djnh rang cac chircfng trinh danh cho khach bay thtfbng xuyen 
la mQt vi dq cua tro ch ai leo thang pha hoai lan nhau. Ong chi 
ra nhuHg tinh tiet cqnh tranh khoc li?t trong cuqc chien "gap 
ba ch§ng dubng" nam 1987, khi American Airlines, tiep do la 
Delta va cuoi cung la tat ca cac hang hang khong deu tung ra 
chirong trinh tang them ba dqm cho moi dam bay thqc te. 
Bazerrman quan sat thay hqu qua la cac hanh khach co the 
tich luy tbi tren 1.000 ty dam bay - m$t khoan nq tiem tang 
khong lo doi vbi cac hang hang khong. Ket lu§n cua ong b day 
la: cac chircrng trinh nay chi la tro chtfi ma ket cue la cung thua 
doi vbi cac hang hang khong ma thoi. 

Chung toi dong y riing 1.000 ty dam bay qua thqc la rat 
lbn. Cac tinh toan ang chtfng cho thay r&ng de tang het danh 
sach thi phai can co 100.000 chuyen bay kiiu" hoi kin cho tren 
chiec Boeing 747. Chi phi di nhien khong the so sanh vbi vai 
mon trang migng mien phi. 

Tuy nhien, quan diem do thqc ra da qua phong d$i chi 
phi thqc. De tranh lay mat cho ciia cac khach hhng mua ve, 
cac hang hang khong dbu co nhtfng h^n ch?. Ket qua la co rat 
nhibu d£m bay khong bao gib dung tbi. Ti?p do, cac hang nay 
thay doi mgt so dieu kign de ap dqng chtftfng trinh: Cac d§m 
bay se mat gia tri neii khong dtfqc sft dqng trong mgt khoang 
thbi gian nhat djnh; so d§m bay can thiet de gianh phan thtfbng 
chuyen bay mien phi cung tang dan. Thqc te la cac hang nhy co 
kha nhieu quyen de tq do giam bbt trach nhigm cua minh den 
mufc hg co the quan ly duqc. 
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Dung la cac chiTcfng trinh danh cho khach bay thtfdng 
xuyen tao ra mgt sy canh tranh giufa cac hang hang khong 
trong vigc ket nap thanh vien nidi. Cugc chien *ba d§m noi 
tren la mgt vi dy. Dau tif ngay horn nay de tgo ra sy trung 
thanh ngay mai la xftng dang, tuy nhien chi nen den gidi hyn 
nao do. Se la thieu khon ngoan neu mgt hang co gSng bay 
thyt nhicu de kiem them nhfeu thanh vien hem cho chifyng 
trinh ciia minh. Hang do nen de cho cac hang khac cung co 
khach hang trung thanh cua hg. Neu khong, cac doi thu cgnh 
tranh se con qua it de mat, do v$y hg se co mgi ly do de giam 
gia nham loi keo khach hang trd lai. Hay nhd den higu dng 
nha kinh ma chung ta da mo ta trong chiTOng trude, difdi tieu 
de "Tam chi phi ngam cua dau gia”. Quan trgng la cac doi thu 
can phai co cai gi do de mat neu nhir hg co y djnh gay ra cugc 
chien ve gia. Mgt Ian nufa hay suy nghi tren tinh than cua 
canh tranh hyp tac. 

M$c du co nhutig nhiftfc diem nhirtig cac chudng trinh 
danh cho khach bay thirdng xuyen la mgt y tiling rat dgc dao, 
Chung la nhifng chieu tuygt vdi de lam tang klch thtfdc chiec 
banh va dong thdi tao ra cac khach hang trung thanh. Sy thyc la 
doi khi cynh tranh de gianh khach hang thanh vien co the leo 
thang ra ngoai tam kiem soat. Tuy nhien, ve tong the, chung toi 
cho r&ng do la tro chcri cung thang - do! vdi ca American 
Airlines, cac hang hang khong khac cung nhir hanh khach, chira 
noi den nganh du Ijch cua Hawaii. 

Cac chuong trinh danh cho khach bay thirdng xuyen 
con giup ve y tirdng cho cac cong ty trong cac nganh kinh 
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doanh khac ve xay dgng long trung thanh cua khach hang 
cho minh. Cac dai ]y cho thue xe htfi, nhifrig cong ty phat 
hanh the tin dgng, khach san, cong t> T dign tho$i dudng dai 
va nhieu cong ty khac da xay dgng cac chirong trinh hgp tac 
cung vdi cac hang hang khong va cung t£ng cho cac khach 
hang cua minh mgt so dgm bay nao do. Chang hgn nho $g 
hgp tac giura Citibank va American Airlines, gitfa First 
Chicago va United Airlines. Mdi dong tra phi tren the tin 
dyng d'eu dirge t$ng mgt djm bay. Cong ty di£n thogi dirdng 
dai MCI t§ng nam dam bay cho m6i do la tien tra cho cuqc 
ggi, dang ky vdi Sprint se dugc nam dgm bay tren TWA. Cac 
doi tac trong chirong trinh da tra cho cac hang hang khong 
mgt khoan phi de co dirge dgc quyen nay, khoang 1 penny 
cho moi dgm. Cac hang hang khong kiem dirge khoang 2 ty 
USD hang nam tOr tien phi cho cac chirong trinh hgp t&c kieu 
nay. Cac chirong trinh do ldn den noi hign nay tren mgt nda 
so dam bay trong cac chtfcfng trinh danh cho khach bay 
thirdng xuyen thgc ra la nhgn dirge dirdi mgt dat. 

Noi loti cam on 

Cac chirong trinh danh cho khach bay thirdng xuyen 
dira ra mgt bai hgc quan trgng doi vdi tat ca cac doanh 
nghiep. Bgn muon noi ldi cam on vdi cac khach hang trung 
thanh cua minh. Day la birdc can thiet def xay dgng moi quan 
he tot dep. Chung toi nghi rSng chinh vige noi ldi cam On la 
mgt phan khong the thieu trong tgo dgng gia trj gia tang tren 
mgt thj trirdng cgnh tranh. 
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H£y n6i I6>i c<im an. 

Tgo ra sir trung th&nh bang each ban thimng cho dilu <36. 


Cac chifOng trinh hpp tac nhtf tren cung la mot each de 
noi ldi cam On veri khach hang cua ban. Tuy nhien, co the ban 
van thich co mQt chifOng trinh danh cho nhttng khach hang 
trung thanh cua minh, Cac chuoi khach san van thufrng tang 
cac khach hang thtfcfng xuyen quyen dupe d§t cho dam bao, 
quyen dirqc nang cap len cac phong sang trgng hon cung nhtf 
nhieu tfu dai khac. Cac dai ly cho thue xe hoi, duftng s£t, cac 
song bac va nhieu doanh nghigp khac nura cung co nhtfng 
chtfOng trinh tiTOng ttf. Quan diem cua chung toi cho r&ng tren 
thtfc te, bat ky doanh nghigp nao cung nen xay dtfng cho minh 
mgt chtfOng trinh nhtfvay. 

Tat nhien, each noi cam On vdi khach hang la mQt 
ngh$ thu^t. Kinh nghigm cua chung toi kiii lam vige vefi cac 
doanh nghigp de phat triSn cac chtfOng trinh danh cho long 
trung thanh cua khach hang doi vdi ho da giup chting toi c6 
the dtfa ra mpt so chi dan ve each noi cam on sao cho co 
higu qua nhat. 

l. Noi cam On bang hign v§t chur khong phai bkng tfen. 
Cach cam on mang l$i higu qua chi phi tot nhat la thirdng cho 
khach hang bang hign v$t chef khong phai bang tien. Hay hinh 
dung neu hang hang khong hfta cho hanh khach mgt phieu 
giam gia 500 USD de thuftng cho vige anh ta da bay 40.000 
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dam. Cac khach hang se danh gia mon qua do dung bang gia 
trj ma hang phai bo ra de mua no. Do la mQt ldi cam On rat gia 
trj, tuy nhien no d&t tien - m6i do la cam On so kliien hang 
phai chi ra dung m$t do la. Mpt each khac de khien vi£c cam 
on co hi£u qua ve mat chi phi la tang cho khach hang m$t thd 
ma anh ta danh gia ngang vdi 500 USD nhimg l$i ton it hon ve 
phia hang de tang no. Cac hang hang khong thtfc hi$n dieu 
nay bang each dung cac ghe trong de t§ng khong cho cac 
chuyen bay mien phi. 

Khi ban dung chinh san pham cua minh de tang, no se 
re hon so vdi gia trj cua no doi vdi khach hang. Dieu nay d§c 
bi§t dung trong trodng htfp ban dang thifa cong suat. Ngay ca 
kill ban khong cho khong cac san pham do ma ban vdi gia iru 
dai thi cung van la mpt each higu qua de noi cam On bang hi£n 
v£t chur khong phai b&ng tien. Neu ban lam dung, vice noi ldi 
cam on se chang ton kem nhieu doi vdi ban. 

Mpi ngufdi thodng hieu nguyen tac "hi^n vat thay vi 
tien” nay rat ro trong mpt so trirdng hdp, nhimg Y41 quen 
trong cac trirdng hop khac. Ch&ng han, mpt cong ty bao hiem 
thurdng bbi thodng cho cac do vat bi mat bSng chinh do vat 
toong to chur khong phai b&ng tien. Day la mpt each rat hi|u 
qua. Vdi kinh nghi^m va ldi the rieng cua minh, cac cong ty 
bao hiem thodng thay the cac do v$t hong hoac bj mat bang 
cac dS vat khac vdi gia re hdn so vdi gia co the phai tra khach 
hang. Doi vdi chung toi, dieu nay gdi y r 3 ng cac cong ty bao 
hiem can phai luon giup cac khach hang cua minh mua cac 
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san phara mcrt. Do se la mgt each higu qua de tang thudng 
cho si/ trung thanh. Chang han nhtf cong ty bao hiem xe hoi 
can giup khach hang cua minh trong vige mua cac xe hoi 
mdi, mgt chien lifi/c ma chung tdi da noi den tu* mgt goc nhin 
khac trong chifcmg trude. 

Cung y tudng do du*gc ap dyng trong cac moi quan hg 
giufa cac doanh nghigp. Bgn cd the noi ldi cam On vert khach 
hang cua minh bang each giup hg mua cac nguyen vgt ligu vefi 
gia re hon. Bgn sddyng lqi the rieng hogc cac moi quan hg cua 
minh de giup Igi cac khach hang cua bgn. Du cac khach hang 
cua bgn la ngirdrt tieu dung hay doanh nghigp, hay tim each de 
cam On hg bang hign vgt 

2. Danh lefi cam On cao nhat cho cac khach hang trung 
thanh. Nhieu cong ty chao mdi nhiftig iru dai tot nhat danh 
cho cac khach hang mod. Khong nen nhir vgy. Bgn can doi xir 
theo each tot nh£t ved cac khach hang trung thanh. 

So lm/ng khach hang mcri la nhumg con so dura ro rang. 
Bgn khong biet hg c6 the mang lgi bao nhieu lgi nhugn cho 
bgn. Nhutig ban bid't ve cac khach hang hign tgi cua minh. Hay 
chi ra dau la cac khach hang tot nhat va co gang defng bao gid 
de mat hg. Hay thudng cho hg de bao dam nhgn dirge long 
trung thanh tuf hg. Dieu nay giSng nhtf vige nhd gtfi tgng hoa 
cho ngudi phy ntf cua minh ngay ca sau khi ban da chuyen 
tinh yeu thanh hon nhan. 
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Cac hang diyn thoyi di dQng can phai thupc long thong 
di$p nay. Hiyn nay nang ltfc thtfa trong nganh nay la dang ke 
v& co the dtfQc sir dung de tyo ra thyt nhieu khach hang trung 
thanh htfn. Ch&ng hyn, hang co the t£ng cac khach hang nay 
nhtfng buoi toi gQi diyn mien phi vao cac ngay nghi, hay 
nhftng cuqc gQi den miln phi theo ty 1§ thuyn vdi thcri gian sir 
dyng trong cac cuqc gQi di. 

M$t so hang di£n thoyi di d$ng qua thyt co tyng mien 
phi c&c cuqc gQi vao ngay nghi hay buoi toi nhtfng chi tang cho 
cac khach hang mefi. M$t so khac lyi giam gia doi vefi cac may 
di d$ng ky thuyt so ddi mefi nhtfng cung lyi chi cho cac khach 
hang mod. Day la each tiep cyn rat sai lam. Dieu nay chi 
khuyen khich khach hang thay doi nhieu fan giua cac hang 
khac nhau de lay phan thtfbng khuyen mai va thQc sy* l&m xoi 
mon long trung thanh, thay vi tyo dtfng no. 

M$t Ian ntfa, cac chtfcfng trinh danh cho khach bay 
thirofng xuyen - dye bi£t la the Vang va Bych kim da lam 
dung. Cac khach hang tdt nhat luon can dtfQc d6'i xtr theo 
each tot nhat. 

3 . Hay noi cam cfn theo each co ltfi cho hoyt dQng kinh 
doanh cua byn. Thtfcfng thi cac doanh nghiQp hay cho cac 
khach hang tfem nang cua minh dung thur san pham. Do la 
mgt chien ltfQc tot de tang doanh thu. Nhtfng edn t6t hefn neu 
byn tyng cho cac khach hang trung thanh cac the khach mefi 
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mien phi va khuyen khich Iiq dura them nhuttg ngadi khac den. 
Cac cau lyc b§ sure khoe third'ng lam dieu do. 

Byn cung co the thudng cho cac khach hang trung thanh 
nhfrng san pham co the khuyen khich chinh hp tiep tyc den 
mua hang cua byn. Chang hyn cac cong ty dipn thoyi dudng 
dai co the tyng cac khach hang trung thanh djch vy thu kem 
tin nhan vdi gia rat re. Vdi cac thir nay thi khong mpt cuqc gQi 
nao la khong dtfpc thgrc hiyn. Nhd v$y, cong ty se khong bi mat 
ca hpi Idem tfen chi vi ai do khong d nha de nhac may. Thym 
chi con hcfn the, mpt ngtfdi nao do se phai quay dipn thoyi de 
nhan tin nh&n va co ie se gpi niQt cu dipn thoyi khac de tra led 
hoac it nhat cung gift lyi tin nh&n tra ldi. Cung nhu* thir kem 
tin nhSn giai quyet van de khi khong co ngadi tra ldi cuqc gQi, 
djeh vy did cuqc gQi giai quyet van de khi diyn thoyi gQi den bj 
byn. Cang nhieu cu gQi dape thyt hign thi cang nhieu lqi 
nhuan thu ve. Chung toi nghT rang neu byn tyng mien phi cho 
cac khach hang trung thanh ba each gQi tren byn se khuyen 
khich hQ sirdyng diyn thoyi nhieu han. 

4. Dung noi cam On qua v$i nhutog cung diihg qua 
mugn. Neu byn noi cam crn vcfi khach hang trade khi byn co 
du thdi gian de xay dyng moi quan hy vcfi ngadi do thi se 
giong nhir tra tien khuyen mai trade khi mua hang. Taang ty, 
neu byn de qua lau roi mdi cam an thi y nghia cua ldi cam an 
se giam di rat nhieu. 
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5. Hay noi rang ban se cam an. Mgt chi tiet dope thiet 
ke rat kheo trong cac chtfOng trinh danh cho khach bay 
thuftng xuyen la chung noi vdi ban ngay tit dau r&ng ban co 
the trong dpi mgt ldi cam an gia trj den mire nao. Ban cang 
di nhieu, ban se cang nhan duftc ldi cam an ldn hon. Mgt so 
chirong trinh khac thi ldi cam On lai la sp bat ngd thu vj. 
Ch 3 ng hpn American Express nidi day da gtfi cho mpt ngirdi 
trong chung toi mgt phan thtfdng vi da la thanh vien cua hg 
snot trong mufti nam lien. Rat de chju, nhifng la dieu bat 
ngd. Chung toi cung khong biet tiep theo lipu co nhutig 
phan thuftng d£nh cho cac thanh vien 15 nam hay 20 nam 
nura khong. 

Neu ban dp djnh noi cam On, ban hay thong bao dieu do 
cho khach hang de hp luon d ben canh ban chd dpi dieu do. 
Bpn khong can phai lam am T nhu kieu to chftc nipt bufa tipc 
sinh nhpt bat ngd cho khach hang. Ban co the se lai chinh 1& 
ngufti bi bat ngd neu nho khach hang cua ban khong den dp 
bfta tipc do. Chi can noi vdi hg rang ban co mgt mon qua danh 
cho hQ ve sau, dieu nky khong lam hong thipn cam cua khach 
hang doi vcfi ban. 

6. Hay biet rang ban co the phai canh tranh de gianh lay 
sp trung thanh. Noi ldi cam On vcfi khach hang chinh la each 
khien hg trung thanh vdi ban. Tat nhien ban cd the phai canh 
tranh vdi nhtfng ngufti khac cung muon khach hang do trung 
thanh vdi hg. 
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Mgt trong nhufng each de canh tranh la giam gia that 
nhieu nham thu hut cac khach hang mOi. Van d'<§ cua chien 
hryc nay la doi thu c*anh tranh cung se bi buQC phai lam nhir 
vay, va mpt so khach hang hign tai cua ban co the se bo di 
trirdc khi ban co diryc cac khach hang mefi den. Ket qua la thi 
phan khong thay doi la may, ma chi ddn thuan la sy hoan doi 
khach hang cho nhau mpt each ton kem va danh mat long 
trung thanh cf myi noi. 

Mgt each tot hdn de canh gianh lay khach hang la xay 
dying cac chircfng trinh duy tri long trung thanh sao cho hap 
dan hdn nufa. Ket qua cua each nay se la long trung thanh t 5 ng 
len chef khong giam xuong. Tuy nhien, cung dutag qua lam 
dyng chung, do la dieu chung toi muon noi ngay sau day. 

7. De cho cac doi thu cua ban cung co cac khach hang 
trung thanh. Cung nhir ban dirge lyi vi co cac khach hang 
trung thanh, diitig ghen ti vdi nhtfng ngtfdi khac khi ho cung 
co cO hpi do. Do khong chi ddn thuan la mgt ctf chi l{ch sy, 
do la each suy nghl kieu canh tranh hyp tac. Hay nghi den 
tinh huong khac co the xay ra. Neu doi thu cua ban khong co 
khach hang trung thanh, di nhien hy se co dgng co de giam 
gia. Sy thyc la, du bi 16 mgt chut, hg cung de tim each giam 
gia de loi cuon cac khach hang trung thanh cua ban. Vi vay, 
se co lyi cho ban hon khi doi thu cua ban cung co mgt cd sd 
cac khach hang trung thanh cua minh. Nhir chung ta da noi. 
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cac doi thu song trong nha kinh se khong bao gib nem da vao 
nha ngtfdi khac. 

8 . Dung quen noi cam tfn ngay ca khi ban nam trong tay 
sy dpc quyen. Ban co the d§c quyen horn nay nhirng van luon 
tiem an kha nang cac doi thu nidi se nhay vao vbi cac cong 
nghp mcfi ngay mai. Co duyc cac khach hang trung thanh se 
dat b^n vao vi the co lyi hon trong cuqc chtfi tiTOng lai. Tham 
chi dieu nay con co the lam nan long nhtfng ngtfdi khac djnh 
nhay vao tro chcfi cua ban. Thbi diem tot nhat de gay dyng 
long trung thanh chinh la khi ban dang b the dpc quyen. Bgn 
khong can phai canh tranh de gianh khach hang. Tat ca hp deu 
la cua ban. 

Cac cong ty truyen hinh cap ro rang da bo Id ctf hpi nay. 
Hp co kha nang cung cap cho cac khach hang trung thanh cua 
minh cac djch v\i hang dau ma hipn t^i v 5 n chu yeu de trong. 
Rat hiem ngtfdi dang ky xem cung mQt liic ca ba chtftfng trinh 
HBO, Showtime va Cinemax. Mpi ngirdi deu muon co them 
kenh th\X hai hay thd ba nhtfng do cac chtfdng trinh co phan 
chong cheo, dgt mure phi cao se la khong hyp ly. Tuy nhien, no 
cung dang gia d myt chdng myc nao do. Chang h$n, khi mpt 
ngtfdi da dang ky xem HBO trong mpt nam, cong ty truyen 
hinh cap co the t§ng them cho Iiq chtftf ng trinh Cinemax vbi gia 
tong CQng chi d&t hem vai do la. Hojc sau khi khach hang da 
tra tien de xem 10 bp phim thi co the cho hp lya chpn xem 
them mpt vai phim mien phi nda. 
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Vi sao cac cong ty truyen hinh cap khong lam nhtf v|y? 
Btfi vi hg mang ttf tirong dpc quyen trong dau. Hp khong cam 
thay can phai gay di/ng long trung thanh. Do la mgt sai Tam 
\dn. Thi tnrfmg ciia hg dang bi mb ra. Horn nay hg phai doi 
mat vdfi sir ra dcfi ciia truyen hinh vg tinh va cap vo tuyen. 
Ngay mai hg se thay hoi tiec vi khong dau tif nhieu htfn de 
xay di/ng long trung thanh cua khach hang. Cac cong ty dign 
thoai dja phifcfng, giong nhtf cac cong ty truyen hinh cap, 
cung phai doi mat vcri qua trinh t\f do hoa trong lmh vtfc cua 
minh. Va hg da sai lam giong nhau: khong gay ditng dtftfc 
long trung thanh cua khach hang khi hQ cdn dang nam 
quyen chu dong trong tro chcfi. 

9. Noi lbi cam on ca vdi cac nha cung cap nu*a. Hay nhb 
lgi tinh doi xftng ciia Mgng gia trj: Moi mpt chien lube nham 
den khach hang deu co mgt chien lube doi xufng nham vao cac 
nha cung cap. Cung nhtf ban can phai thtfcfng cho khach hang 
trung thanh, ban cung can phai thtfbng cho ca cac nha cung 
cap trung thanh ntfa. 

Di?u nay co that can thiet khong? Ban la khach hang cua 
cac nha cung cap cua ban. Hg co cam thay nghia vg cua hg la 
dira ra cac chtftfng trinh de thtfcfng cho stf trung thanh cua ban 
hay khong? Vi sao ban cung can co cac chtftfng trinh nhtf vay 
cho hg? Cau tra lbi a day la cac chtftfng trinh do can phai xuat 
phat ttir ca hai phia. Ban muon nha cung cap cua ban trung 
thanh vdi minh thi ban phai co chtftfng trinh danh cho long 
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trung thanh cua h<?. Cac nha cung cap cua b^n cung muon b$n 
trung thanh vdi hQ, va do la ly do 1iq ct n co chiTOng trinh de 
cung co long trung thanh do. 

Cac cong ty hieu ro y nghia cua vi£c noi Icfi cam on vcfi 
cac nha cung cap khi hg ap dgng dieu nay doi vcfi cac nhan 
vien cua minh. Hq thircfng t$ng ho§c ban vcfi gia d?c bigt re 
cac san pham cua chinh cong ty cho nhan vien cua minh. Tuy 
nhien, cac cong ty can phai nhin xa hon ra ngoai va t§ng 
thircfng cho ca nhutig nha cung cap khac cua hQ ntta. Neu bgn 
giam gia cho cac nhan vien ciia minh khi mua san pham cua 
cong ty ban, hay nghT den vi£c mb rgng \qi ich nay cho cac nha 
cung cap khac cua bgn (va ca cac nhan vien cua cac nha cung 
cap do ntta). Hojc bgn hay co giup cac nha cung cap cua minh, 
bang cac Itfi the chi minh ban co, de hQ co the mua du^c 
nguyen v§t ligu vcfi gia tot hon. Do la hai trong so cac each de 
noi cam On vdi cac nha cung cap cua b^n. 

M< 5 i cong ty deu nen co mgt chudng trinh danh cho 
khach hang thircfng xuyen va mpt chiTOng trinh khac danh cho 
nha cung cap thircfng xuyen. Do la each de tgo dytig long trung 
thanh tu* ca phia tren va dtferi trong Mgng gia trj. 
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Chin lai khuyen d4 noi lai cam om 

1. Noi cam an b£ng hien vat chip khong b^ng tien. 

2. Noi lai cam an cao nhat vdi cac khach hang t6t 
nhat cua ban. 

3. Noi cam an theo c£ch co Ip'i han cho doanh 
nghiqp cua ban. 

4. Bang noi cam an quS sam cung nha qua mugn. 

5. Hay noi rang ban dang chuSn bj cam an. 

6. Hiy hi&u rang ban c6 thl phai c$nh tranh d£ 
gianh dag’c I6ng trung thanh. 

7. Hay suy nghl theo kiiu canh tranh hp’p tac v£ d4 
cho c£c d6i thu cua ban cOng co khach hang trung th£nh 
cua minh. 

8. Bang quen noi cam an ngay ca khi ban dang 
nlm d$cquy&n. 

9. N6i cam an khong nhang vai kh£ch filing ma ca 
cac nha cung c£p naa. 
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Sy mo phong 

AAdvantage cua Hang hang khong My la mpt vi dy kicu 
m&u ve each gay dyng long trung thanh cua khach hang. 
Chung ta da thay AAdvantage dem l^i ket qua nhtf the nao va 
no van tiep tyc co hi$u qua ra sao ngay ca khi cac hang hang 
khong khac bat chirdc theo no. Ngay nay, hang hang khong 
nao cung co chiftfng trinh danh cho cac khach hang quen 
thuQC cua minh. Cac chutfng trinh nhu* vyy v 5 n tiep tyc la myt 
chien liryc hiyu qua. Ch&ng le lyi co chien liryc vlin hiyu qua 
ngay ca khi no bi doi thu sao chep? Dieu nay co ve nhu 1 vuyt ra 
ngoai nhutig suy luyn thong thtfdng. 

Theo le thudng thi vice sao chep la toi kj trong chien 
ltfyc kinh doanh. Byn phat trien mot chi£n ltryc mcri. Chien 
ltfyc nay da to ra co hi£u qua. Thyc tela no hieu qua den noi 
tat ca nhtfng ngifdi khde d£u tim each mo phong theo. Khi do 
chien lityc cua byn se mat hi£u qua. Byn se bugc phai nghl ra 
m$t cai gi khac mdi htfn. 

Day la quan diem thtfdng thay trong cac cuon sach giao 
khoa ve chien ltfyc kinh doanh. Giao stf Sharon Oster cua 
trtfdng Quan ly Yale da viet: "Neu ai cung co the lam dirqc nhuf 
byn thi byn se khfing the kiem tfen Mng each do.” Bruce 
Henderson, thanh vien sang l^ip cua Typ doan Ttf van Boston 
da so sanh cac tac dong cua viyc Mt chtfdc trong kinh doanh 
vdi mot hi£n tuyng sinh hoc dtfyc goi la Nguyen ly cua Gauge 
ve cynh tranh loyi true ”Khong co hai loai nao co the cung ton 
tyi neu chung cung kiem song theo each giong h$t nhau... va 
kinh doanh cung khong htfn gi ty nhien trong van de nay." 
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Dung la khi mpt ai do sao chep y h£t cac san pham hay 
quy trinh cua byn, dieu nay se lam xoi mon gia tri gia tang cua 
byn. Nhir hang hang khong America vdi chuyen bay khdi hanh 
luc loh toi tOf Los Angeles di New York se bj mat mpt it gia trj 
gia t&ng khi hang United dtfa ra chuyen bay cung dtfdng nhtfng 
khdi hanh luc 9h55 toi. Bay gift thi America chilng con gi la dye 
biyt tren bau troi ca. 

Mpt so ngudi con dira cac tac dpng tieu ctfc cua vi$c 
bSt chudc di xa hem. Hq cho r&ng khong the co mgt cong 
thijfc nao de khai thac cac chien ltfdc kinh doanh thanh cong 
trong mQt thori gian dai. Vi sao vyy? Bdi vi neu ai do phat 
hi^n ra cong there nay, ch£ng bao l&u no se khong con gi la 
bi myt nufa. Khi do bat ky chien lif^c nko du*dc xay dtfng di/a 
tren cong there do c6 the va ch&c ch£n se bj sao chep, mo 
phong theo. Ai cung chi co the ki€m l<?i tym thdi. Neil dung 
nhu* vyy thi lyp lu§n nay ham y r£ng: co mpt thcri hyn sir 
dyng hyn ch£ doi vdi mQi cong thde trong kinh doanh. 

Tuy nhi§n, lap luyn nay khong dung. Hay lay chircfng 
trinh danh cho khach bay thtfdng xuyen l&m vi dy: ai cung co 
the lam nhtf vyy, ai cung kiem diTtfc tien nhd the va ai cung 
co the tiep tyc kiem ti£n theo each do. Ltfi ich thu ve khong 
phai 1 £ tam thdi. Dieu nay khong chi dung vdi cac chirong 
trinh nay. Co cac chien ltfgfc khac, nhiT cac dieu khoan 
”khdp theo gia canh tranh” va cac chircfng trinh tich diem 
giam gia dSu tiep tyc phat huy hiyu qua ngay ca sau khi bj 
sao chep. (Chung ta se phan tich c£c chien lirdc nay trong 
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chtfdng ve Quy tdc ,) Vyy thi dau la sai lam trong le thudng 
tinh cua sy mo phong, bit chudc? 

Sy mo phong lanh mynh 

Sy mo phong se la toi kj trong chien luyc kinh doanh 
neu nhu myc dich la bao vy "lyi the cynh tranh" - tdc la de 
viryt len tren nhCmg ngUdi khac. Mo phong hay bat chudc co 
nghla la ai cung co the lam myt viyc xac djnh nao do. Khi do, 
byn se khong the lam tot hern ngUdi khac vi hg co the lam 
giong hgt ban. Di'eu nay cung gan nhuham y ring ban khong 
the co duryc mgt lyi the so sanh ben vung. 

Sy* mo phong, bat chudc se la co hyi m6i khi byn suy 
nghi theo kieu thing - thua. Byn phat hign ra mgt chien luyc 
thing - thua. Byn bude len dude hai bude, trong khi doi thu 
cua ban phai lui lyi mgt bade. Neu doi thu cua byn co the bat 
chudc byn, chien lu*gc nay se dao chd va trd thanh thua - 
thing. Doi thu cua byn bude len hai bude, con byn thi phai lui 
xuong mgt bude. Trong trudng hyp nay, sy bat chudc la co 
hyi: No lam giam bdt lyi nhuyn ban dau cua byn. 

Do la neu byn gyp may. Sy vige co the con tg hern nhu* 
the, Doi khi thing - thua co nghla la byn bude len trude mgt 
bude trong khi doi thu lui lyi hai bude. Vi dy co dien cua 
tru*dng hyp nay la cynh tranh bang gia ca. Byn theo duoi 
khach hang cua doi thu cynh tranh thong qua gia thap. Khi 
byn lam nhu vyy, cai byn dude it hdn cai doi thu cua byn mat, 
bdi byn co duyc khach hang vdi mure gia nidi, thap horn, trong 
khi doi thu cua ban bi mat khach hang dang tra theo mdc gia 
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cu, gia cao htfn. Khi do se la mgt bUdc ve phia trudc cho ban 
va hai budc ve phia sau cho doi thu cua ban. Ban se vupt len 
tren, nhUng chi den khi doi thii cua ban phan cong va cung loi 
keo difdc mpt khach hang cua ban. Bay gid se la hai biTcfc ve 
sau cho ban va mpt budc len trudc cho doi thu cua ban. Ket 
qua cuoi cung la ca ban va doi thu cua ban dcu budc lui mpt 
budc. Gia giam xuong, trong khi th; phan lgi quay trd lai nhu 
ban dau. Bay gid thi vipc mo phong khong nhifng chi co hai, 
no con la si/ nguv hiem chet ngudi nda: 

thing - thua + thua - thing -► CUNG THUA 

Nhu v$y, cac chien luprc thang - thua co the bj dao ngUtfc 
lai mpt each quyet Iipt bdi si/bat chudc. 

Diem sai lam la bo qua kha nang ap dyng cac chien lupc 
cung th&ng. Dieu nay khong dang ngac nhien bdi hp tu tudng 
thong thudng van la thutfng trudng nhu chien trudng, kinh 
doanh nhu chien tranh. Vdi chien lUQc cung thang, vipc mo 
phong se la lanh manh. Bay gid se la mpt budc len phia trudc 
cho bun va mpt bude khde len phia trudc cho doi thu. Khi doi 
thu mo phong chien Iuqc cua bun, mQt lan nfta, hp se bUdc len 
trude mpt bUdc va ca bun cung v|y. Vipc mo phong do vay 
tham chi con lam tang hern ntta Iqi nhuan cua ca hai ben. 

Cung thing + Cung thing -► -> CUNG THANG 

M$t lan nda, hay nhin lg.1 cac chUtfng trinh danh cho 
khach bay thudng xuyen. America da co Ipi the td chuong 



trinh AAdvantage. ChiTtfng trinh nay da giup America loi keo 
dtftfc them m$t so khach hang tdcac hang hang khong khac. 
Cho den hie nay, tro chcri dang la thing - thua. M§t btfdc len 
cho America va mpt btfdc lui cho United. Khi AAdvantage b\ 
bit chudc, America cung mat c d hpi chiem them thj ph'an. 
Mpt btfdc len cho United va mQt btfdc lui cho America. Th€ 
la hoa. 

Tuy nhien, co mpt yeu to cung thing ma AAdvantage 
da mang l^i. Vdi nhieu khach hang trung thanh htfn, 
America khong co y djnh md cupc chien tranh gia ca. Tren 
thtfc te, hang nay co the tang gia. Dieu nay se khien cac hang 
khac cung co the tang gia theo. Cung vdi yeu to thing thua d 
cho thj phan bj chuye’n djch, yeu to cung thing d day chmh 
li gid ca. 

Vi^c mo phong lai AAdvantage da loai bo yeu to thing - 
thua vd cung co tac dpng cung thing. Chung ta da thay khi tat 
ca cac hang hang khong deu co chtfcrng trinh rieng danh cho 
khach bay thudng xuyen, cac khach hang se deu trd nen trung 
thanh hem, Giam gia se it hi§u qua hem trong khi ting gid lai 
dd rui ro hern, tfau nhtf khong co d$ng c a nao de canh tranh 
ve gid. Ket qua d day la gia on djnh hem, d§c bi$t d mang thj 
trtfdng cua nhdng ngtfdi thudng xuyen di cong tac. 

Ve tong the, si/ mo phong mgt chien ltftfc cung thing la 
lanh m$nh chd khong co hgi. Do vay, neu ban co mpt chien 
lutfc cung thing nhir vay, ban khong can phai gitf bi m$t. Se 
khong co van de gi neu chien liftfc cua ban dittfc biet den r$ng 
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rai va dude mo phong khap ntfi. Tren thy*c te, tat ca nhung cai 
do deu co Iqi cho ban. Gang nhieu doi thu ap dyng chien ludc 
cua ban thi ban cang co lqi nhieu hcfn. 

Vi le ay, b£ng vi$c viet ra ly thuyet ve chiftfng trinh danh 
cho long trung thanh trong cuon sach nay, chung toi da khong 
danh gia thap hi£u qua cua chung. Ngirqc lai> chung toi hy 
vpng ring nhufng gi chung toi viet d day se khuycn khich nhieu 
doanh nghiep hem bit tay vao xay dyng cac chtftfng trinh do 
cho minh, va cang nhieu ngudi lam thi lqi ich se cang nhieu. 

Sif mo phong khong lanh mgnh 

Khong phai bat cd dieu gi cung co lqi cho tat ca. Ban van 
can phai chuan bj tinh than cho kha nang co stf mo phong hay 
Mt chifcrc thieu lanh manh. Ban co the lam gi neu lqi nhuan 
chi la tam thdi? Ban se phai tao ra mpt loat cac lqi ich tam thdi 
nhu v$y trong thcfi gian dai. 

Bi quy£t d day la chay cang nhanh cang tot. Ban lam ra 
m$t san ph£m tot hon, NhuHg ngudi khac se sao chep cua 
ban. Nhirtig khi ho lam dude nhtf ban thi ban da lai d niQt 
budc phia trucfc nfia rci. Ban da lai cai ti€h san pham cua 
minh mgt lan nufa. 

Tro chcfi d day khdng phai la san pham cua ban tot den 
mufc nao; ma la ban co the lien tyc cai tien san pham cua ban 
den dau. Do khong phai 1& ban dang ddng d cho nao, ma la 
ban dang chay nhanh den dau. Do khong phai la vi tri. Ma do 
la toe do. Ban khong bao gid ddng yen, ban la mpt myc tieu 
di dgng. 
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Dieu gi se xay ra neu ngtfbi khac sao chep quy trinh cai 
tien cua bgn? Hq se ngang bang b$n trong qua trinh cai tiSn 
san pham. Dieu gi tiep theo d6? B$n da lgi cai tien quy trinh 
cai tien cua bgn mot Fan ntra. Bay gib thi tro chcfi khong phai 
la san pham cua bgn tot den mure nao, thgm chi khong phai 14 
bgn cai tien san pham cua bgn thanh cong den dau. Day la 
chuyen bgn cm tien quy trinh cai tien cua ban thanh cong den 
mut nao. Khong phai vi£c ban d dau hay ban chuyen dong 
nhanh nhir the nao la dieu dang noi. Quan trpng la bgn co the 
tang toe nhanh den mu*c nao. Do khong phai la van de vj tri 
hay toe dg nira. Do la van de gia toe. 

Va ve nguyen tSc, se con co van de ve cai tien each bgn 
cai tien quy trinh cai tien va cur tiep tyc nhu 1 vgy. Ban nghi la 
dieu nay rat hiem xay ra u? It nhat la khong doi vdi 
Individual Inc. 

Dieu gi khien Individual Inc. trb thanh d$c nhat? 
Individual Inccung cap cac dich v\i cong nghg cao ve thu thgp 
thong tin de giup mQi ngufri co the de dang xoay scr veri s\f. 
bung no thong tin hign nay. Cac khach hang cua Individual 
Inc.chi can dtfa ra cac chu de thong tin ho quan tarn. Cong ty 
nay sau do se stf dyng cong eg tim kiem trong may tinh de 
tim tat ca cac bai bao co thong tin lien quan, xep logi chung 
va giri cho khach hang cua minh qua fax, thu 1 dign tur, bat ky 
each nao theo yeu cBu cua khach hang. Cac khach hang nh$n 
cac bai bao nguyen vgn, cac ban tom tat hogc dau de cua cac 
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bai bao, theo thur tgr up tien cua chung. Ket qua giong nhtf 
ban nhpn dupe mpt tor bao danh rieng cho minh vpy. 

Van d'a cua Individual Inc. la lam the nao d£ bao toan gia 
trj gia tang cua minh. Lieu dieu gi co the ngan can cac cong ty 
khac sao chep dich vp cua hp? Mac du ehuPng trinh co ten 
SMART (He thong thao tac va phpc hoi tai lieu dpc) la sP hfru 
cua Individual Inc. nhiflig khai nipm lam co sd cho chirong 
trinh do thi lpi khong. Tuy nhien, Individual Inc. da di mpt 
bupc xa hon tiep theo do. Cong ty thutrng xuyen de nghj khach 
hang danh gia tufng goi thong tin theo chu de ma cong ty giri di 
theo cac mute dp "khong phu hpp”, "phu hpp mpt ph'Sn” cho 
den "rat phu hpp". Cac phan hoi ve tinh phu hpp sau d6 dupe 
nap vao trong SMART va dupe sir dung de cai thipn vipc lpa 
chpn thong tin gui den cho tufng khach hang. SMART con hpc 
hoi tif vipc xem xet nhttng gi khach hang dpc chur khong chi tur 
Mng nghe nhumg gi hp noi. Moi Ian khach hang lay ra cac bai 
bao nguyen vpn tur cac ban tom tat ho£c cac de mpe, SMART 
deu ghi nher lpi va cap nh|t cac ho so ngtfcri suf dpng cua minh 
mpt each tuong tfng. 

Mpt khach hang dien hinh co the bat dau b&ng danh gia 
50% cac thong tin nhpn dope la "rat phu hpp". Individual Inc. 
co the cai thipn ket qua danh gia den 90% rat phu hpp chi sau 
mpt thang. Khach hang cua hp khong chi nhpn diTpc cac san 
pham chat lirpng t6’t hern, hp con co the thay dupe mpt thtfpc do 
cp the cho sp* cai tien chat lirpng. Do la mpt lpi nh£c nhd hPu 
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ich doi vdi khach hang cua Individual Inc. r&ng neu ho chuyen 
sang nha cung cap khac, hg se quay trd lai mdc chat lugng 50%. 

Th|im chi neu mgt cong ty khac co mgt each tim hi£u 
rieng cho minh thi cung phai mat mgt thdi gian nhat djnh 
de mdc danh gia cua khach hang tang den 90% - thudng la 
lau hdn mgt thang. Do la bdi vi Individual Inc. khong 
nhdng cai thign chat ltfgng san pham cua minh ma con cai 
thign ca toe dg cai tieh nda. Individual Inc. da phat trien 
dirge mgt kha nang de ly giai va phan tich cac phan hoi mgt 
each tot hern. Kinh nghigm da cho phep cong ty xir ly tot 
hdn cac thong so rut ter thugt toan xir ly rieng cua minh va 
do vay, cong ty nam ve cac khach hang nhanh hdn nhieu so 
vdi luc ban dau. Mgt doi thii canh tranh mart khong the lam 
nhanh dtfgc hdn Individual Inc.vi hQ can phai tich luy b&ng 
ay kinh nghigm td trUdc. 

Bang each tim hieu de biet dirge s\r chgn li/a cua khach 
hang va hgc each de tim hieu dieu do nhanh hdn nifa, 
Individual Inc.da co the duy tri dirge gia tr{ gia tang cua minh. 

Chien luge cua Individual Inc. co the ap dyng cho cac higu 
sach, cac eda hang ban tap chi va cho thue bang hinh, thgm chi 
ca djeh \t } tim ban - thtfc te la tat ca nhdng hoat dong kinh 
doanh ma manh khoe chi la lam the n&o khdp mgt danh mge 
lga chgn rat rgng vdi nhdng yeu cau het sure da dang cua khac 
hang. Khi mgt higu sach dun cho khach hang mgt ldi khuyen, do 
se la cd hgi de tim hieu va phat hign xem vi sao cuon sach dirge 
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ifa thich hay khong dude ira thich. B&ng each nay, hieu sach co 
the dtfa ra nhutig ldi khuyen tot hern cho Tan sau. M$t hieu sach 
canh tranh cung co the ban cung m$t cuon sach nhur vay nhimg 
ho khong co dupe phan hoi cua khach hang ma hieu sach thd 
nhat co, vi vay hp khong the co nhilu ldi khuyen hull ich cho 
khach hang. It nhat ho se khong the cho den khi ho cung hoc 
dirge each tim hieu ve khach hang. Neu khach hang da cam thay 
hai long vdi hieu sach thu'nhat thi hieu sach thdhai kho long co 
co h$i co dude khach hang Tan ntta. 

Tap chi Harvard Business Review da de nghj cac ban 
dpc cua minh danh gia tutig bai bao trong do. Top chi nay da 
suT dong cac thong tin phan hoi de cai thipn vi$c lga chgn 
thong tin cho nhutig so sau. Ket qua la tg.p chi da dirpc cai tien 
cho phu hpp hem vdi ngtfdi dpc v& nhutig ngudi nay, de dap 
lai, da trd nen trung th&nh vdi td tap chi. Chung toi, nhutig 
ngudi lam cuon sach ma cac ban dang dgc cung muon co doge 
nhutig dpc gia trung thanh. Vi vay, chung toi rat hy vpng tac 
ban se cho chung toi nhutig nh|n xet phan hoi doi vdi cuon 
sach nay. 

Vipc nhanh chong cai tien san pham da mang lai hieu 
qua cho Individual Inc. No cung co the mang lai hieu qua cho 
cac hieu sach ho$c quay ban tap chi. Va no cung co hieu qua 
doi vdi Intel, mpt cong ty luon di dau trong linh vtfc san xuat 
vi mach dipn tir trtfdc khi cac doi thu cua ho khai thac xong 
the he vi mach hien tai. Tuy nhien, day khong phai la phtftfng 
thuoc de chufa bach bpnh. Co nhutig san pham ma ban khong 
the lien tpc cai tien chung. 
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Lay vi dy nhtf xa phong. B$n se gap may neu ban co m$t 
sang che mdi. Co rat it each de cai tien xa phong va ban kho 
long co duyc nhtfng cai tien lien tyc d day. Do da tutag la van 
de thyc sy doi vdi Minnetonka, m$t cong ty nho vung 
Minnesota khi hang nay tim duye m$t loyi xa phong mdri. Lam 
the nao Minnetonka da co the ngan can cac cong ty trong 
nganh nhy Procter&Gamble va Lever Brother khoi sao chep y 
tuftng cua minh? 

Chiec berm \<fi nhuan 

Nam 1964, nha doanh nghi$p Robert Taylor da rut 
3.000 USD tursd tiet ki§m cua minh de thanh lyp Minnetolka. 
Qua hai thyp ky, Taylor da dura cong ty cua minh tft vi tri m$t 
nha san xuat chuyen sau ve cac vyt dyng tam lira tror thanh 
mgt cong ty chuyen ve sang che mefi tren thj trifcfng trong 
llnh vyc xa phong, thuoc danh rang va nircfc hoa. Trong so 
cac sail pham noi tieng cua cong ty co xa phong dang long 
Softsoap, thuoc danh rang Check-Up, nude hoa Obsession va 
Eternity hi$u Calvin Klein. 

Taylor khong sy thir nghi^m. Da co lan chi trong myt 
mua xuan m& Minnetonka da dira ra thj trtforng den 78 san 
pham mefi. Do la chien luyc co ten gQi "thit nghiem kieu 
spaghetti' Ban nem cac vat vao tufrng va xem xem cai gi dinh 
lyi. Tom Peter gQi chien IiTQc nay la "chong chien /iryc”: do la 
ddng nen phan tich gi ca, chi quan sat xem cai gi co hi$u qua 
va tang ctfdng san xudt cai do. Taylor da thur nghiem tiep thi ca 
m$t loat cac san pham cung cong dyng de tim ra san pham 
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thanh cong nhat va dtfa no ra thi trifcrng tieu dung d$i chung. 
Va ong da tim ra no. 

Nani 1977, san pham co ten “Chiec may xa phong ky 
di§u” dirpc dira ra thj trifdmg. San pham nay berm xa phong 
dang long tir mQt chiec 1q co berm bang nhifa. Chiec may nhanh 
chong tref thanh san pham ban ch^y nhat cua Minnetonka. 
Minnetonka da giai quyet dupe mQt van de quan trong, chiec 
may da I031 bo dtfgrc nhumg mieng xa phong nho bj tan chay 
lam ban cac nha vp sinh tren khdp mrdc My. Day la mot ccr hpi 
rat tot de tham nh£p vao thj tnrdrng dqii chung cua xa phong. 

Chiec may xa phong ky dipu ve sau dupe doi ten thanh 
Softsoap va doanh thu bat dau tang vpt. Tren cac thi trifcrng 
thijr nghipm, Softsoap chiem tif 5-9% thj phan cua tat ca cac 
lo^i xa phong. Softsoap da san sang diTtfc tung ra tren toan 
quoc va nam 1980, Minnetonka da bat dau mpt chien djeh 
quang cao trj gia 7 tripu USD. De so sanh, hay biet r&ng 
ngan sach quang cao cua Armour-Dial cho san pham xa 
phong Dial, xa phong hang dau tren thj trifdng bay gid chi 
la 8,5 tripu USD. 

Softsoap da l$p l$i thanh cong tren cac thj trirdrng thl 
diem cua minh va dgt 39 tripu USD doanh thu ngay trong 
nam dau tien. Taylor tin r&ng thj trifbng danh cho xa phong 
mrdc se dgt den 400 tripu USD moi nam. Tuy nhien, lipu ong 
co the gift dupe bao nhidu phan tram thj phan khi cac nha 
san xuat xa phong banh hang dau cung nhay v&o thi trifcrng 
vdi nhufng san pham ttfcrng ti/ nhu cua minh? 
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Moi de d<?a bj mo phong la hoan toan co th\Tc. Softsoap 
khong phai la mgt sang che co the dirge cap ban quyen. 
NhuHg chiec bom co tur thcri Acsimet. Nhan higu co the co y 
nghia dang ke nhitng tren thi trifcrng co nhieu cac nhan higu 
khac con noi tieng hern trong nganh xa phong. CMng han 
nhan higu Ivory (Nga voi) la nhan higu da co tu 1 tren 100 
nam trude. 

Taylor da tftng co kinh nghigm veri nhufng van de do co 
sy mo phong trude day. Ong da co dita cac loai dau ggi dau co 
tinh chat hoa qua ra thi trudng dai chung: "Toi vSn con nhcf 
khi nhin thay nhan higu Clairol da day bat nhan higu cua 
chung toi ra lchoi thj trudng nhir the nao... Chung toi sang che, 
con hg mang no ra thi trudng... Khi hg dtfa cac san pham cua 
hg vao cac c\Xa hang thyc pham vk dirge pham thi day hang 
cua chung toi don gian la danh chiu chet." V^y ong co the lam 
gi dg bao todn gia tr; gia tang cua minh khi cac ten tuoi nhir 
Armour-Dial, P&G, Lever Brothers va Colgate-Palmolive nhay 
vao canh tranh va dya vao cac nhan higu da noi tieng cua hg 
cung nhir mang lirdi phan phoi higu qua? 

Taylor da co m$t giai doan dygc ggi la cua so co hgi. Cac 
hang ldn da lya chgn durng quan sat mgt thdri gian trtfdc khi 
nhay vao. Xa phong nude con chira doge cong nhan rgng rai 
nen hg muon de Softsoap lam vat thi nghigm trtfdc. Mgt khi 
Softsoap thanh cong, hg se quy£t djnh lam ckc thCr nghigm 
tiep thi rieng cho minh. Va dieu bat ngd da chd hg. 

Mgt ph'Sn quan trgng cua san pham xa phong ntfdc la 
chi£c bdm nho lam bang nhya va Taylor nhan tMy tr£n thi 
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truing chi co hai nha cung cap chi tiet nay. Trong mpt d$ng 
thai de cho chac chan, ong da khoa ca hai hang cung cap do 
bcri mpt do’n d§t hang 100 trieu chiec bcfm nho moi n£m, 
nghia la bang toan bp nang lftc san xuat cua ca hai nha cung 
cap do. Th£m chi chi vdi 12 cent mpt chiec berm nhir v§y thi 
hftp dong 100 tri^u chiec da U 12 tri£u USD - con nhieu hon 
ca von sd hum cua Minnetonka. Chiem dirgfc loan bp nguon 
cung nhutig chiec btfm nho da cho Taylor co them tft 18-24 
thang nfta de doi pho. Softsoap da mua dude them thefi gian 
de xay dftng long trung thanh doi vcfi thtfcrng hi£u va tgo ra gia 
tri gia tang cho minh. 

Khi P&G cuoi cung cung thft difa ra thi trtfcfng san pham 
xa phong nude cua minh, hp da chon nhan hi§u Rejoice vi sd 
lam anh hudng den nhan hi£u Ivory. Ket qua cua cuqc thft 
nghi^m khong kha quan nen P&G l?i chan chft. Bang ca si/ can 
dam va may m£n, Taylor da co dude ba nam ranh tay. Mai den 
nam 1983, P&G mdi gidi thi£u san pham xa phong nude nhan 
hi?u Ivory 7 ra thj trtfftng va nhanh chong gianh difftc 30% th[ 
ph$n xa phong nude. Xa phong nude Jergens cua American 
Brands dftng thft ba, each do mpt khoang ldn. Cho den nam 
1985 thj trudng cua xa phong mfdc da tang den 100 tri£u 
USD. Softsoap van gift dirqc vj tri dau bang vdi thi phan dang 
ne la 36%. Hai nam sau, Colgate-Palmolive bo 1 ft c a hoi luc 
dau da quyet djnh duoi kip bang each mua l$i Softsoap vdi 
gia 61 tri§u USD. 

Minnetonka khong the co ban quyen d bat ky chi tiet 
nao cua san pham. Nhtfng th|m chi ca ban quyen cung khdng 
the giup h<? tftbao v$ trude moi de dqa tftsft mo phong khong 
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lanh m&nh. Bgn van phai chuan bi cho ngay ma ban quyen 
cua b^n het hi£u lyc hojc co ai do dira ra duyc cac giai phap 
thay the. Trong tinh huong cua NutraSweet - Holland 
Sweetener ma chung ta da nh&c den trong chirong ve Ngtfcri 
chcri, chung ta da thay NutraSweet sir dyng thbi gian bao h$ 
ban quyen de chuan bi doi pho vdi sy mo phong sao chep cua 
doi thu trong ttfcrng lai ra sao. Hq da dau tir rat nhieu vao xay 
dyng thtftfng hipu va giam chi phi. Khi thdi h?n ban quyet 
chain dirt, Holland Sweetener vin khong the vuyt duyc 
NutraSweet ve thtfcrng hi^u cung nhir chi phi. NutraSweet 
con khien Holland Sweetener vat va hern nfta khi co duoi kip 
hp. B&ng each ngan can Holland xam nh£p thj trirdng chau 
Au mpt each quyet lipt, NutraSweet da lam giam san luyng 
cua Holland va lam chain qua trinh cai tien cat giam chi phi 
cua cong ty nay. 


Giai phap ddi voi sy mo phong khong lanh m^nh 

1. Thu thap c&c phan hoi cua khach hang dl di&u chinh san 
pham cua bgn cho phu hyp hon - cac d6i thu khong the sao 
chep b?n trong truong hyp nay vi ho khdng co thong tin. 

2. Tyo ra thuemg hiyu. 

3. Tang s6 Itryng de giam chi phi. 

4. Canb tranh quyet liyt ve so ftryng d& cac doi thu khong 
th& bit Chirac theo bgn clit giam chi phi. 
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Individual Inc., Minnetonka va NutraSweet da doi myt 
vdi moi de dpa rat ro tti sy mo phong sao chep khong lanh 
manh, va hp da ap dyng cac chien lirpc hipu qua de bao toan 
gia tri gia tang cho minh. Tuy nhien, doi khi moi de dpa ve sy 
mo phong khong lanh mynh khong that ro rang nhiTvyy va cac 
cong ty c.6 the ap dyng cac chien lypc khong than trpng khien 
cho hp trd nen dS bi ton thuong hon. Chung toi se dtfa ra hai 
vi dy. Trong vi dy dau tien, chung toi dupe yeu cau giau ten 
that ciia nhftng ngirdi choi, vi vyy cac ten of day la ty dyt. 

Bi bo lai ngoai h$p. Andy da co mpt ngav dpt pha. Tu* 
nhieu nam, nha may cua ong da cung cap cac thung cac tong 
chuyen dyng cho Polymatic - khach hang chu yeu cua Andy - 
de dyng cac san pham gia dyng. Tuy nhien, do la mpt each 
kirjh doanh dien T6. Pohmatic co bon bp phyn, moi bp phyn co 
cac quy dinh tieu chuan ky thuyt dye thu rieng va moi bp phyn 
cung thyc hipn vipc mua s&m cua minh mpt each rieng re, Ket 
qua la Andy bupc phai phat trien cac dong san pham rieng bipt 
va dap ting rat nhieu cac don dyt hang rieng re, dieu nay dan 
den chi phi ban dau cao va kha n&ng khai thac ng£n hyn. 

Thyc sy la khong can den nhieu loyi thung giay khac 
nhau nhtf vyy. Neu mpt so bp phyn cua Polymatic dong y sir 
dyng cac tieu chuan ky thuyt cua cac bp phyn khac thi chat 
lirpng cung chang he bi anh htfdng. Cach lam d day dang la 
nhtf sau: moi bp phyn dyt hang theo so liTpng va vao thdi diem 
ma ton kho cua hp con it hon mpt mifc nhat dinh. Tat ca deu 
dupe lam bdi mpt hp thong may tinh dupe thiet ke de giam 
thieu chi phi cua Polymatic, nhtfng khong tinh den chi phi cua 
Andy. Chirong trinh dirpe thiet ke nhtf vyy cung khong quan 
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tarn den kha nang giam chi phi htfn ntfa neu Polymatic d£t 
nhufng khoi lugng hang lcfn hem cung mgt luc va tru* nhieu hcfn 
trong kho bdi vi Andy khi do san sang giam gia. 

Neu nhir Polymatic tieu chuan hoa cac yeu cau ky thu$t 
cua minh, dieu tiet vigc d§t hang va tang them hang ton kho, 
Andy se san xuat it loai hgp htfn va cac day chuy^n san xuat se 
dirge dung het cong suat. Ong tlnh toan chi phi tiet kigm dirge, 
trur di ca chi phi tang do Polymatic dg trur nhieu hang hern 
trong kho la 10 cent cho moi foot vuong, so tien thu v£ co the 
len den hang tram nghin do la. 

Tat nhien dieu nay cung dan den mQt tlnh trgng kho xu 1 . 
Andy co the tiet kigm 2 cent cho minh theo each ma Polymatic 
khong the thay dirge. Tuy nhien, d£ ti?t kigm dirge 10 cent, 
ong can phai khien cho cac bp ph$n khac nhau trong 
Polymatic tien hanh tieu chuan hoa, kft hgp vdi nhau va thay 
doi chinh sach hang ton kho. Di£u nay dSn den vigc phai chia 
se cac phan tich cua ong vdi Polymatic va ca mgt phan chi phi 
tiet kigm dirge nufa. 

Andy quyet dinh di theo hirdng co the mang lgi tiet kigm 
nhieu hern. Ong den gap Polymatic, giai thich each tiep can 
nidi va de nghj chia s 6 tien tiet kigm dugc. 6ng chi ra rang day 
la mgt lgi ich rat ldn doi vcfi Polymatic de thay doi each kinh 
doanh cua minh. Polymatic se danh gia cao so tien tiet kigm 
dirge mgt each bat ngd, va diefu nay co the se giftp cho vigc 
dam phan hgp dong nam sau trd nen hufu hao htfn va no cung 
cho thay thign chi cung nhir chutig minh cho thSy khuynh 
huftng "doi tac” cua ong. 
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Polymatic da danh gia cao sang kien cua Andy. Chi con 
sau thang nufa la het h^n hyp dong hiyn tai va Polymatic da rat 
vui mutig vi tiet ki§m dtfQc m§t khoan tien. Dudng nhiT mpi 
thu: d§u cho thay mQt tinh huong cung thang. 

Dau hi§u dau tien cua sy tryc tryc chinh la vao luc ky lyi 
hyp dong. Polymatic gui de nghi dau thau va nhan diryc don 
xin dau thau cua bon cong ty mdi. Trade day, chita bao gid 
cong ty nay co nhieu hon mQt nha cung cap. Cong ty cua Andy 
la cong ty duy nhat dap u*ng diryc cac yeu cau ve cung cap cac 
thung cac tong chuyen dyng va san xuat trong thdi gian ngan 
vdi mpt mufc gia hyp ly* Myc du ban than vise san xuSt kieu 
nay vdn khong thyc sy* hiyu qua nhutig thyc ra Andy da la mQt 
nha san xuat tuy bien rat hiyu qua. 

Di'eu gi da thay doi? Theo dai ly mua s&m cua Andy thi 
bay gid cac yeu cau ky thuyt da chuan hoa, cac quy trinh san 
xuat da dai hoi hon nen cac cong ty ldn trong nganh bao bi, 
lan dau tien, da to ra chu y den khach hang Polymatic. Andy 
da sting sd khi Polymatic quay lai noi r&ng mQt trong so cac 
nha san xuat bao bi ldn da chao gia thap hon 20 cent cho moi 
foot vuong so vdi mut gia nam trade. Ngirdi phy trach mUa 
s&m cua Polymatic noi rSng anh ta rat cam On sy giup do cua 
Andy trong viyc tiet ki^m chi phi va neu Andy dong y vdi mure 
gia mdi thi hQ vln co the tiep tyc lam vice cung nhau. 

Andy khong con lya chQn nao khac. Dii sao thi mtic lai 
cung du ldn, dang de lam tiep. Tuy nhien, Andy van cam thay 
khong hieu vi sao ong dy tinh giam chi phi di 10 cent tren m$t 
foot vuong roi rot eye lai phai giam gia di them nhutig 20 cent. 
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Mg>t each vo tinh, Andy da lam giam gia tri gia tang cua 
minh. Dung la ong da giam chi phi cung cap cho Polymatic 
nhimg phtfcfng phap mbi khien ong d£ dang bj mo phong bat 
chudc. So vdi cac cong ty khong dddjnh san xuat theo kieu tuy 
bien, Andy da thanh cong trong vige giam chi phi die cung cap 
hang cho Polymatic den noi cac cong ty khac cung Mt dau 
thay co lgri khi tham gia vao tro chdi. Ket qua la m$t chien 
thang ldn doi vdi Polymatic, va khong hoan toan hai long doi 
vdi Andy. 

V£y Andy dang le nen lam nhtf the nao? Co le ong nen ky 
ket cac hqp dong dai han. Tuy nhien, cuoi cung thi do cung se 
khong phai la mpt chien thang lau dai doi vdi ong. Van de thtfc 
chat d day la Andy co gia trj gia tang chinh vi ong la nha san 
xuat tuy bien cho thj trurdng d§c thu. Tuy nhien, bang each giam 
chi phi cung cap cho Polymatic, ong da lam cho cong vi§c cua 
minh trd nen rat de bi bat chudc. Bat ke do la vi lgri ich cua 
khach hang hay khong thi cung khong phai la ltfi ich doi vdi 
Andy khi khach hang thay doi each dieu hanh kinh doanh. Rat 
co the s\T thay doi do se ty xay ra mQt luc nao do trong tu*c7ng lai 
nhutig ch&ng co ly gi de phai vpi vang th \fc hi§n sy* thay doi do. 

Andy da tim hieu dtfgfc khach hang muon gi, da chia se 
kien thute va sau do phai dutig nhin khach hang cua minh stf 
d\ing chinh nhufng kign thufc do de tyo ra cynh tranh. 6ng da 
lam cho chiec banh to hOn nhimg lyi de cho nhimg ngudi khac 
an mat. Do la mqt sai Tam ma ngay ca cac cong ty ldn noi tieng 
nhSt cung da tdng m&c phai. Chung toi tin rang day cung 
chinh la sai Tam ma IBM da lam khi bude chan v&o thj trtfdng 
may tinh ca nhan. 
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Ly thuy4t tro chai trong kinh doanh 


Nhieu ngiTcfi da viet ve nhimg kho khan ma IBM g|p 
phai vao cuoi nhtfng n5m 1980 va dau nhftng nam 1990. D§c 
bipt hp deu noi ve that b^i cua IBM khi co gang chuyen tit vi tri 
hang dau da tCmg nam gift trong linh vyc may tinh cd lcfn, 
sang mpt vj tri manh trong tmh vyc may tinh ca nhan. M$t so 
ngtfcri lo ng$i rang may tinh ca nhan se nuot chuttg ho$t dong 
kinh doanh may tinh cd lcfn. Mpt so khac dtfa IBM thanh vi du 
dien hinh trong sach giao khoa de minh churng cho nhurng kho 
khan ma cac to chirc lcfn thurcfng g^p khi co gang thyc hipn 
nhumg thay doi lcfn trong chien lirpc kinh doanh. Chung ta hay 
cung nghien ciru cau chuyen cua IBM dircfi goc dp cua sy mo 
phong khong lanh manh. 

B4nh mat quyen lye 

Khi IBM tham gia vao thi tnrcfng may tinh ca nhan nSm 
1981, Apple Computer da di trifdc va IBM phai duoi theo. Toe 
dp do do la dieu quan trpng hon ca, Vao thefi diem do, IBM 
can thiet I|ip mpt ccf scf lap rap cho cac may tinh cua minh, va 
phai lam dieu do that nhanh. IBM muon chuyen tOr biTcfc thiet 
ke sang birdc tung san pham thj trtfcrng chi trong vong 12 
thang, De dat duye dieu nay, IBM da bo qua truyen thong la 
phat trien ben trong npi bp, Thay vi ty lam dieu do, hp da de 
nghi Intel va Microsoft cung cap cac bp vi xif ly va cong nghp 
dieu hanh hp thong cho cac may tinh ca nhan cua minh, IBM 
da thanh cong vi dpng thai sang tao do, 

Lyi ich mang lai tir quyet dinh thue ngoai cua IBM chinh 
la nhanh chong tao ra may tinh thirpng hipu IBM va khien no 
diryc chap nhan rpng rai tren thj trtfcrng. Ban dau chiec banh 
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dude lam to ra. Cai gia phai tra cho quyet djnh thue ngoai la 
IBM gicf day phai chia se chiec banh cho ca Intel va Microsoft. 
De dcrn gian, gia sir rang IBM, Intel va Microsoft moi ben deu 
chiem mgt phan ba chiec banh Idn hern do. Doi vdi IBM, co le 
nhif v§y con tot hern la nh£n dude mQt mieng to hern trong 
chiec banh be hon rat nhieu neii hg cit gift tat ca mgi thft de 
san xuat ben trong cong ty. Doi vdi Intel va Microsoft, dl nhien 
vige cung chia se mgt chiec banh to chang co gi phai phan nan. 

Thue ngoai la mgt nufa chien lirgc cua IBM trong linh 
vrfc may tinh ca nhan. Mgt nfta kia la chinh sach cO cau md. 
Ly do ccr ban la de gitip cho nhftng ngudi l£p trinh viet ra cac 
phan mem cho may tinh ca nhan cua IBM. Mgt h$u qua khong 
dft tinh trude d day la nhftng ngudi choi khac bat dau nhay 
vao c$nh tranh vdi phan eftng cua IBM. Hg nhanh chong giai 
quyet dude cac van de ve phan mem khong ttfcrng thich. First 
Osborn, Leading Edge va Hewlett-Packard, sau do la Compaq, 
Dell cung vdi hang tram cong ty khac Ian lifQft tham gia vao thj 
trudng kinh doanh phan eftng, va deu bat chirdc IBM sft dung 
bg vi xftly cua Intel va phan mem dieu hanh cua Microsoft. 

Bay gid thi Intel va Microsoft da trd nen m^nh hern bao 
gid het. Microsoft chiem dgc quyen cung cap mgt dau vao chu 
chot trong kinh doanh san xuat cac may tinh ca nhan ttrcfng 
thich vdi IBM la linh vyc dang tang trirdng het sure nhanh 
chong, M§c du Intel bi bugc phai cap phep san xuat bg vi xtr ly 
8086 dau tien cua minh cho ngirdi ngoai, cong ty nay da trd 
thanh nha cung cap dgc quyen vdi tat ca cac the hg vi xft ly 
tiep theo. Chiec banh cang to thi Intel va Microsoft cang dude 
lqi. Tuy nhien, doi vdi IBM thi khac. Nhftng chiec may cua 
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Compaq tot khong kem gi so vdi may cua IBM. Gid day, khong 
con la nha cung cap phan cutig duy nhat tren thi trufdng ntfa, 
gia tri gia tang ciia IBM da giam xuong mQt each dang ke. 

Sai lam thyfc te cua IBM la theo duoi dong thefi vipc thue 
ngoai va cac chinh sach cor cau md. Neii IBM ngumg dira Intel 
va Microsoft vao tro chtfi, dong tho’i khong bo di quyen kiem 
soat trong kinh doanh phan cfrng thi rat co the da duy tri dutfc 
mpt vj the mynh. Gia nhir IBM tiep tyc kiem soat vipc san xuat 
cac vi mach dipn tit va cac cong nghp dieu hanh hp thong thi 
ngay ca khi phan ciitig b\ sao ehep, hp v§n gift lyi du*pc mpt v} 
the kha hon nhieu. Mpt trong ca hai each tiep cyn tren deu co 
the mang lai hipu qua. Vipc dong thdi thue ngoai va ap dyng 
chinh sach ca cau md da la mQt sai Tam. Day la tinh huong khi 
hai cai dung hdp lyi thanh mQt cai sai. 

Thym chi vipc difa Intel va Microsoft vao cuqc, dong thdi 
vdi ca cau md cung co the khong qua tp doi vdi IBM neu nhir 
ho khien Intel va Microsoft phai tra tien d£ chcfi. IBM c6 the 
de nghi co co phan trong Intel va Microsoft de doi lyi vipc hp 
dtfa cac cong ty nay vao cuqc choi. Vao dau nhftng nSm 1980, 
IBM da tftng co c a hpi de djnh hinh cupc chtfi theo each do. 
Tuy nhien, hQ da de Id mat chung. 

Nhyn ra sai lam cua minh, nam 1987, IBM co g&ng gianh 
lai quyen kiem soat b£ng each tung ra dong may tinh ca nhan 
PS/2, trong do co hp dieu hanh OS/2 dong che tyo vdi 
Microsoft. Tuy nhien, luc do da la qua muQn. Microsoft khong 
can den IBM nufa. Nam 1990, Microsoft tung ra hp dieu hanh 
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Window va da lam ton that nghiem trpng cho tifong lai cua 
OS/2 trong hy vpng trft thanh h$ dieu hanh pho bien. 

Neu nhu* ban phai hy sinh phan lftn chiec banh cho m$t 
cong ty khac, co le chien lirpc khon ngoan nhat la sft huru m$t 
phan trong cong ty do. Ban dau, IBM co nguon tai chinh d6i 
dao du de chiem nipt vj tri co dong dang ke trong ca Intel va 
Microsoft. Thftc ra IBM da tutag dau ttT vao Intel nam 1982, 
gianh 20% co phan cong ty va dy djnh se mua them 10% nura. 
Tuy nhien trft treu la IBM da ban toan bp co phan ft do vao cac 
nam 1986 va 1987 vfti gia 625 tripu USD. Chi mufti n 3 m sau, 
20% co phan do da co gia tr; 18 ty USD. Dfti vfti Microsoft, 
IBM co ccf hpi mua 30% co phan cua Microsoft vfti gia dufti 
300 tripu USD vao gifta nam 1986. Cho den cuoi nam 1995, so 
co phan 300 tri£u USD khi do da dang gia them 18 ty USD 
nura. Gia nhft IBM mua ftp va giuf m$t ty 1 £ co phan lftn cua 
Intel va Microsoft thi chung toi tin r&ng mpi ngiffti ngay nay se 
luon noi ve cac thanh cong lien tiep cua ho chft khong phai la 
that b^i. 

Cac c&u chuypn dau tien va cuoi cung cua chung toi 
trong chftcmg nay nam ft hai thai eye doi l$p. Nintendo kiem 
soat cftc ky chat che nganh kinh doanh tro chtfi dipn tft. Gia 
nhu 1 Nintendo ap dyng chien luftc ccf can mft va khong dtfa vao 
chiec vi mpch bao m^it, co le chiec banh tong cpng da lftn hon 
nhieu. Ma cung co the la khong. Rat co the thi truftng se lai 
ngap trim bfti cac san pham chat lftftng thap va se co mpt sy 
snp do giong nhft da xay ra vfti Atari. Cach nay hay each khac, 
hanh dpng cua Nintendo da bao dam rang gia tri gia tang cua 
no luon luon bang kich thirftc cua chiec banh du chiec banh do 
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Ly thuybt tro chcri trong kinh doanh 


to hay nho, trong khi gia tri gia tang cua tat ca nhlftig ngirdi 
chcri khac deu la khong dang ke. Ngirqc lyi viyc IBM thue 
ngoai va ap dyng chinh sach ccr cau mcr da phai tra gia bang 
vi$c danh mat sy: kiem soat trong nganh kinh doanh may tinh 
ca nhan. Bang vi£c tyo dieu ki£n thuyn Iqi cho viyc cac nen 
may tinh ca nhan cua IBM d\i <?c sir dyng va cong nhan rpng 
rai, IBM da lam tang klch thircfc chiec banh. Tuy nhien, bang 
each bo di gia tri gia tang cua chinh minh, IBM da hyn che 
dang ke kha nang gianh phan trong chiec banh cua minh. 

M$t Tan ntfa, s\f khac nhau gitta gia tri gia tang cua mQt 
cong ty va mot san pham la rat quan trong. Cung giong nhiT 
gia tri gia tang cua Sony it hon nhfeu so vdi cua vo tuyen 
truyen hinh hay gia tri gia tang cua Nissan It htfn nhieu so vefi 
cua xe hefi, gia trj gia tang cua IBM ngay nay cung it hem nhfeu 
so veri gia trj gia tang cua tong thj tnrcfng may tinh ca nhan. 
Dang le IBM da khong bj rdi vao tinh huong nhtfvyy. 

Thay doi gia trj gia tang 

Neil byn co rat it doi thu cynh tranh, gia trj gia tSng cua 
ban se dirqc bao dam. Khi do van de chien lu*Oc la lam the nao 
de hyn che gia trj gia tang cua nhftng ngirdi chcri khac trong 
tro chcri. Chung ta da thay dieu nay dirqc Nintendo sir dyng 
nhir the nao. Nintendo da thiet lap mot vong tron hoan hao de 
gianh ditfpc doc quyen doi vefi cac tro chcri diyn ttf 8 bit. Trong 
suot mpt giai doyn dai, gan nhir khong co moi de doa nao thtfc 
sy* nguy hiem tef phla cac doi thu cynh tranh. Mac du nhufng 
ngircri chcri khac trong Mang gia tri cua Nintendo - khach 
hang, nha cung cap va doi tiTtfng bo try - vSn tiep tyc doi phan 
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tuf chiec banh nhimg chien lirqc cua Nintendo da han che dirqc 
gia tr; gia tang cua tat ca nhfimg ngudi choi do. 

Thi/c te, ban hau nhir luon luon co day doi thu canh 
tranh. Trong trtfdng hyp nay, thach there khong phai la lam 
the nao de han che gia trj gia tang cua nhtfng ngtfdi chcfi khac 
ma la lam the nao de co gia trj gia tang cho chinh minh. Tao 
dyng gia tri gia tang la mqt cong vi£c rat kho khan trong kinh 
doanh noi chung. Ban tim each cai thi£n chat lifting vdi chi phi 
tang len khong nhieu, nhtf TWA da lam vdi hang ghe ti§n 
nghi, hoac giam chi phi nhimg khong lam anh hudng qua 
nhieu den chat lirqng. Tham chi neu khon ngoan ban co the 
tim ra ccf hpi ma chung ta ggi la "lqi ich kep” - de vda cai thiyn 
chat lifdng vda giam chi phi dong thdi. 

Cac ddi thu cung choi nhtf ban. H q ciing tim cAch d£ co 
diTtfc S\r danh doi vh lqri ich kep m$t each thong minh. Sy* n 3 ng 
dpng nay se khien cho gia tr| gia tang bj xoi mon. De bao v$ 
gia trj gia tang cua minh, ban can tao ra cac moi quan h£ vdi 
cac khach hang va nha cung cap. Khong co moi quan he do, 
ban chi co the ban hang hoa thong thirdng. Cung vdi moi quan 
ha, ch&c chan ban dang ban myt san pham dye nhat, va myt 
phSn trong san pham trQn goi do chinh 1 A ban, Quan hy se 
giup ban tang gia tri gia tang cua minh. Trong boi canh canh 
tranh hiyn nay, day thirdng chinh la chia khoa de co the Idem 
doqc tien. 

ChiTOng trinh danh cho khach bay thirdng xuyen 
AAdvantage cua Hang hang khong America la myt vi dy dien 
hinh v<§ gay dyng moi quan hy, AAdvantage da tao ra long 
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trung thanh Mng each trao thiTdng cho no. Chung toi khuyen 
nghj rang cac cong ty deu nen co cac chtfdng trinh danh cho 
khach hang trung thanh ciia minh va da dtfa ra chin ldi 
khuyen noi Idi cam cfn vdi cac khach hang cua byn mot each 
hiyu qua. 

Chtfcfng trinh danh cho khach hang trung thanh la mQt vi 
dy ve chien lutfc co the tiep tyc co hiyu qua ngay ca khi bi mo 
phong, sao chep. Ngtfgfc lyi vefi ly le thiTcfng tinh, doi khi vice mo 
phong sao chep lyi co lyi nhfeu hon co hyi, Ly do a day la neu 
cac chien liryc co thanh to ”cung tMng”, thanh to nay se duyc 
khuech dyi beri $y mo phong sao chep. Se con nhfeu vi dy ve sy 
mo phong l£nh mynh duyc noi den nufa sau day. 

Gid tri gia tang Id ca s& dau tien cua st?c mgnh trong 
tro chai, tuy nhien do khong phdi Id ca scr duy nhdt. Cac quy 
t&c chcfi co the lam thay doi tirefng quan lye luyng gitfa nhtfng 
ngirefi chtfi. Day chinh la chu de trong chtfcmg tiep theo cua 
chung ta. 




CHl/ONG VI 

cAcquytAc 


Khi cac quy tac chcri khong phu hqp de chien thang thi 
cac ngai quy t$c nit&c Anh thay doi chung, 

- Harold Laski 

Khi chung toi noi den thay doi cugc chcri, dieu dau tien 
mpi ngtfcfi thirdng nghi den la thay doi cac quy tac. Nhtfng neu 
chung toi hoi ban co the thay doi cac quy tac nao va ban djnh 
lam the nao de thay doi chung thi mpi ngtfdi thuPng to ra boi 
roi. BPi vi hau het cac quy tac ma cac doanh nghipp can phai 
tuan thu chinh la cac dieu khoan phap luat va cac thong lp da 
dupe thiet lap mQt each vrfng chac. Chung dupe lap ra de bao 
dam r&ng thtfcfng mai dien ra mpt each binh dang tren thpc te 
vdi thi trtfdng van hanh lien tpc va cac hpp dong dupe ton 
trpng. Budc ra ngoai cac quy tac nay, ban se co the b\ phpt tien 
do pham lupt hope bj loai h&n ra khoi thi trUdng. 
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Tuy nhien, con co nhfmg quy t&c khac cua tro chai co 
the co y nghia khi thay doi. Nhi'eu quy tac trong so nay co the 
tim thay trong cac hyp dong giao ket Cac hyp dong cua byn 
vcri khach hang va nha cung cap d \nh hinh cho cac giao djch 
vdi nhurng ngifdi chdi do thco nhCfrig each thtJTc co the gay anh 
hirdng xa hdn trong tu*dng lai. Chi mgt dieu khoan thay doi 
cung co the lam nghieng can can lyc luyng ve phla ban ho§c 
nguye lai. Bang each djnh hinh cac quan hp cua ban vdi khach 
hang va nha cung cap, cung chinh cac hyp dong nay se djnh 
hinh luon ca cac quan hp cua ban vdi doi thu canh tranh. De 
chac chan rang ban chcfi mpt tro chdi ma d do ban se kigm ra 
tfen, ban can phai chac chan rang ban co nhuHg quy t&c phu 
hyp trong cac hyp dong cua ban. 

Dieu ma tat ca cac quy tac co the de thtfdng luyng hon 
nay co chung chinh la d cho chung bao gom cac chi tiet. So vdfi 
vipc thay doi ngudi chdi hay gia trj gia tang thi nhtfng thay doi 
cd the co dudng nhtf chi la chuypn nho. Chinh dieu nay khien 
chung thudng dc b\ bo qua, khong diryc chu y den: 

Toi chi muon biet Chua tr&i nghi gi. 

Tat ca con lai deu la chuy$n nho. 

- Albert Einstein 

Tuy nhien co m$t each nhin sy vi$c khac: 

Chua trdi chinh la & trong cac chi tiet nho. 


- Ludwig Mies van der Rohe 



Nhu* chung toi se chi ra trong chuttng nay, cac thay doi 
nho trong cac quy tkc kinh doanh co the tao ra nhutig thay doi 
rat IPn trong ket qua thu dtfpc. Noi each khac, chi ti£t la tSt ca 
trong bat ky dieu gi lien quan den cac quy t£c kinh doanh. 

De minh hpa, chung ta se lan lupt nghien cuti m$t so cac 
quy t£c khac nhau va phan tich de xem mSi quy t<ic do anh 
htfdng den tro choi nhu“ the nao. Dieu nay doi hoi ban hinh 
dung ning da co mQt quy tac cho trtfdc dang dtfpc thtfc hipn, 
sau do d§t minh vao vj tri cua ngtfdi khac va thu 1 chcfi tro chcfi 
ter tat ca cac phia khac nhau. Khi da hieu ro hern ve hau qua 
ma moi quy tSc dem lai, ban co the quyet djnh xem ban co 
muon ap dyng quy tac do hay khong va neit quy tdic do dang co 
hipu ltfc thi ban co muon thay doi no khong. 

G day khong co cd che cung nhir thuat toan nao de tao 
ra cac quy t&c. Day la hanh vi sang tao. M$c du vay, ban van 
co the co dtfpc cac y ttfcfng cho cac quy t£c mefi ttf nhieu 
nguon khac nhau. Co nipt each tot la tim mpt quy t&c da cho 
thay no co hipu qua trong mpt boi canh cu the nao do va 
xem xem lipu no co hipu qua trong mpt boi canh khac hay 
khong. Chang han, lay quv t£c ap dung vPi khach hang 
trong dam phan de mang sang ap dung vdi nha cung cap. 
Hoac lay qtfy tSc ban cho la da phat huy tic dung t 5 t trong 
mpt doanh nghipp khac va ap dung vao doanh nghipp cua 
minh. Cac quy t£c dupe thao luan dtfcfi day se giup ban co 
them nhieu y ttfdng hdn nu'a. 
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Hpfp dong v6i khach hang 

Bpn va khach hang ciia b?n la cac doi tac cua nhau 
trong vipc tpo ra gia trj, tuy nhien do khong hoan toan chi la 
hyp tac. CMc chan se dien ra mpt cupc tranh gianh khi phai 
chia chiec banh. Khi khach hang cua b$n doi ban co nhutig 
nhtfQ'ng b$ ve gia, do se la cpnh tranh chur khong phai hyp 
tac. Con tong the tro c.hcri se la dong tho’i vufa cpnh tranh vOfa 
hyp tac. 

Trong chirong ve Ngit&i chcri, chung ta da noi den vi§c 
dira them khach hang vao cupc nhir mpt each de dich chuyen 
can can lyc hryng nghieng ve phia ban. Ban th§m chi co the 
muon tra tien de ngufri khac choi, nhir LIN Broadcasting da 
iam vdi Bell mien Nam. Trong chtfcrng ve Gid tri gia tang , 
chung ta cung da thay han che cung se co tac dpng iam han 
che gia trj gia tang cua khach hang. Do la ly do vi sao 
Nintendo va DeBeers l^i thanh cong den vay. 

Trong phan nay, chung ta se xet xem lam the nao stir 
dyng cac quy t&c de thay doi tro chtfi vdi cac khach hang cua 
minh. Bdi vi cac quy tac lam thay doi can can lye luyng nen 
ban co the sir dpng chung de ccf cau lai cac cupc thutfng luyng 
sao cho co lyi hern cho ban. Tat nhien la khach hang cua ban 
cung co g&ng thay doi cac quy tac de hp co the dtfng vao mpt vj 
the manh hon. Cupc dau de thiet lap cac quy t$c la tien dau. 
Cau hoi quy tac cua ai chiem iru the se duyc chung toi quay trd 
lai trong phan cuoi chiTPng nay. Tuy nhien, mpe dich trude het 
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d day la lam ro de thau hieu each thifc rna cac quy tic co the 
lam thay doi tro chch, 

Chung toi se bat dau vdi mpt dieu khoan co ten ”toi hup 
khach" (khach hang dirpe ifu dai nhat). Dieu khoan nay difpc 
sir dyng kha rpng rai nhimg nhutig anh hirdng cua no chiTa 
dutfc nhi'eu ngirdi danh gia cao. 

Cac dfeu khoan toi hu£ khach 

Mpt dieu khoan ve toi hu§ khach (khach hang dupe mi 
dai nhat - MFC) la mpt thoa thu£n tren hpp dong gifo mpt cong 
ty va mpt khach hang, trong do bao dam ring khach hang nay 
luon luon difpc hirdng mut gia tot nhat ma cong ty dang danh 
cho bat ky khach hang nao khac. MFC ngan can m$t cong ty doi 
xtf vofi cac khach hang khac nhau theo cic each khac nhau trong 
dam phan. Cac ten gpi pho bien khac cua quy tac nay la "toi hup 
quoc” va "dieu khoan ve gia tot nhat”. 

MFC rat pho bien trong cac hpp dong song phiTOng 
gifta hai doanh nghipp. Chung ta co the thay chung trong du 
cac nganh nghe kinh doanh tOr san xuat vo hpp Ion nhom, cac 
bp ph$n cua xe hoi den cap quang va thiet bj kiem tra trong 
xay dimg. Cac khach hang thifdng muon co mpt dieu khoan 
bao dam cho hp ve gia ca. Vdi MFC, cac khach hang se dupe 
chic chan ring hp khong bao gid bj rtfi vio the bat lpi ve gia 
trifdc bat ky doi thu c$nh tranh nao khi mua hang td cung 
mpt nha cung cap. 

Cac dieu khoan MFC co ve nhtf rat co lpi doi vdi 
khach hang cua b^in, con doi vdi bpn thi sao? De tim hieu 
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dieu nay, hay cung xem lai tro chdi Quan bai da noi trong 
chtfdng ve Ly thuyet tro chcfi. 

Tiep ti^ic tro chai Quan bai 

Adam va 26 sinh vien cao hqc cua minh lai tiep tyc tro 
chcri vdi cac quan bai. Cung nhtflan trtfdc, Adam gift 26 quan 
bai den va moi sinh vien giu 1 mpt quan bai do. Mpt Ian nufa 
day la tro chcfi thirong lirqng gitfa Adam va cac sinh vien, 
giong nhir van dau tien trong tro choi Quan bai ma chung ta 
da biet trong chifcfng Ly thuyet trd chcfi . 

ban nay, tuy nhien, co mpt yeu to mdi. Ngay trtfcfc khi 
tro chcfi bat dau, mqt sinh vien ten la Tarun tuyen bo anh ta 
khong chtfi dudc vi phai di phong van de xin vi§c. Khong sao 
ca. Adam da hufa vdi Tarun rang anh ta se diTgfc nhan so tien 
dung bang ngtfdi chcfi va nh§n dtfdc nhieu nhat trong so cac 
sinh vien khac - noi each khac, Adam hfra danh cho Tar m 
dieu khoan MFC. Tarun hieu ring bay gid anh ta da dude bao 
dam se nhan dude bang ngtfdi nhan dude nhieu nhat ma 
chang phai ton cong sure gi. Vi anh ta da vui ve ra di. 

Ngay ca khi Tarun nhan dude dung b&ng ngtfdi sinh vien 
nhan dude nhfeu nhat trong tro choi, anh ta van co the se rat 
ngac nhien vdi ket eye cua tro chtfi. Hgfp dong cua Adam vdi 
Tarun da khien Adam trer thanh ngtfdi m$c ca chat che hefn 
vdi turng sinh vien trong so con lab Chung ta hay cung xem 
cuqc thtfOng lu*dng dau tien. Neu ngudi sinh vien dau tien doi 
them dtfdc 1 USD thi Adam se mat 1 USD ngay luc do. Nhtfng 
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sy 1ru dai doi vdi Tarun cung lam Adam se mat them dung 1 
USD nUa, bdi vi Adam da hufa se cho Tarun hu'dng cung mure 
gia do. Nghia la bat ky luc nao Adam nhan nhiryng 1 USD thi 
ong la se mat di 2 USD. Do vay, viyc m§c ca la khong con can 
xftng ntfa. Adam se trer nen quyet liyt hern, bat chap htfn. Ket 
qua co the dy doan la Adam se gianh diTgfc nhieu hem myt 
nifa cua so tien 100 USD trong Ian thutfng luyng nay. 

Dieu nay it nhieu cung se giong nhir vay vdi cac cuyc 
thircfng luring con lyi cua Adam. Ngay ca khi Tarun khong co 
trong phong, svf hiyn diyn cua anh ta van co the cam nh$n thay 
trong moi cuyc thiTOng luyng. Tat ca cac sinh vien se deu nhyn 
diryc it hon (ke ca Tarun). Khi anh ta quay tref ve tit buffi 
phong van, anh ta se rat that VQng khi nhin thay tro chtfi Quan 
bai da dtfyc choi nhif the nao. 

Cac tac dyng cua MFC la phan tryc giac. Ngufti ta d£ 
dang cho rang, myt each ty nhien, khach hang se dtfyc lyi han 
vdi sy bao dam cua MFC. Va se la nhir vyy, neu nhu* MFC 
khong lam thay doi cuyc chcri. Ma trong thyc te thi chung 
dung la da lam thay doi cuyc choi thyt. 

Neu byn ngyc nhien vdi ket qua nay, byn cung khong 
phai la ngudi duy nhat. Da hem mQt lan, Quoc hyi My chQn 
dong vai tro cua Tarun. Hq de viyc thudng luyng cho nhtfng 
ngudi khac va hai long nhan lay myt phan Mng phan cua 
ngirdi diryc lyi nhat. Liyu chinh phu My co lam diryc gi kha 
hern Tarun trong tro choi Quan bai hay khong? Chung ta hay 
cung xem vi dy sau. 
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Uu dai cho Nghj vign 

Mgt trong so nhieu l<?i ich ngoai le ma cac th&nh vien 
Quoc hpi dir<?c hating 1 £ hp co quyen dim ra quy t&c. Nhting 
ngirori khac phai choi theo hp, Khong can phai noi chung ta 
cung co the doan dupe rSng nhting quy t 5 c tain dac nh§'t doi 
veri Quo£ h$i chinh la cac quy t£c lien quan den cac cupc bau 
cti, nhat la chi phi vyn d$ng bau cti. 

Ke tnr n 5 m 1971, cac thanh vien Quoc hpi da nhyn thay 
r^ng hp c6 the tiet kipm thtii gian huy dgng tai chinh neu hp 
tim ra each giam btit chi phi cho vyn dpng tranh cti. Ma myc 
dac bipt ton kem trong chien djeh tranh cti chinh la truyen 
hinh trtfc tigjp. Do v|y, Quoc hpi da thong qua Luyt Vyn dpng 
tranh cti lien bang, trong do yeu cau cac cong ty truyen hinh 
chi lay phi cua cac ting cti vien ra tranh cti bang vtii mtic thap 
nhat ma hp lay cua cac cong ty thtftfng myi. Cac chinh tri gia 
da ty* bo phieu de gianh dupe quy che MFC cho chinh minh 
trong vipc mua thefi gian phat song. 

Luyt tr£n da khong gay dirqc anh hating nhir mong 
dpi. Biet dape dieu do nen trong cac nam blu cti, cac chinh trj 
gia mua rtit nhieu thofi ltipng phat song va cac dai truyen hinh 
thi muon thu dape cang nhieu cang tot tti cac cupc vyn dpng 
tranh cti tryte tiep do. Do vyy, khi gan den ky bau cti, dai 
truyen hinh se lam nhtf the nao neu mpt cong ty thifcfng myi, 
chSng hyn nhti Procter&Gamble den de dam phan ve mtic phi 
cho quang cao tren truyen hinh? Dai truyen hinh se trti nen 
rat cting ran ve gia ca. Neu hp nhapng bp ve gia cho P&G, 
thym chi chi la de lap day phan thefi lapng con trong thi cung 



la rat ton kem, bcfi vi bat ky mpt u*u dai gia nao dtfqfc trao cho 
P&G cung keo theo vipc cac chinh trj gia khac se dtfpc htfcfng 
cung mijfc UU dai do cho cac buoi truyen hinh cua minh. Khi 
do, dai truyen hinh se thiyt hcfn bdi vi mii’c gia chung cho cac 
chinh trj gia thap di khong the dtftfc bu d&p du bcfi mpt hpp 
dong them vao cua P&G. Ket qua la: P&G se khong nhyn dirqc 
bat ky iru dai nao ve gia. 

Mgt ket qua cua lu$t nay la cac myng truyen thong rot 
eye da kiem dirqc nhieu tien hem ca trtfcfc kia. Hp da lqi dyng 
thi/c t£la cac chinh tri gia difqc hu*cfng quy che MFC de turchoi 
khong ifu dai ve gia cho tat ca cac khach hang khac. Con doi 
vefi cac khach hang nay - nhir P&G v£ cac cong ty khac - thi 
luyt nay chinh la mpt loyi thue ngam. Tren thi/c te, cac chinh 
trj gia da danh thue vao chinh ban than minh. Thym chi ngay 
ca khi hQ c6 dtfprc mure gi£ tSt nhat thi dieu kipn ve gia tot nhat 
cung da dan den k£t qua la cac myng Itfdi truyen thong danh 
phi cao hcfn doi vefi tat ca nhtfng ngtfdi khac. Nhir vyy, gia tot 
nhat khi do co the con cao hcfn mufc gia dang le hp se phai tra 
neu nhif khong co dieu khoan noi tren. Vipc thong qua luyt 
thyc te da lam thipt hyi nhieu hcfn cho chinh cac chinh tr{ gia 
thong qua no. 

Day khong phai la Tan duy nhat Quoc hpi My da ty* bcin 
vao chan minh nhu* vyy. Nam 1990, Quoc hpi da cai to lyi vipc 
tra tien bao hiem y te (do Medicaid thyc hipn) la mQt phan 
trong bQ luyt can doi ngan sach nhieu myc. De tim each kiem 
soat gia thuoc, Quoc hpi da khong hai long khi thay nhieu to 
chut bao hi£m y te ldn dtfpc hifcfng mire gia thuoc thap hon so 
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vcfi chinh phu. Vi v£y, Quoc hpi da thay doi tro chori. Hp thong 
qua mQt dy lu$t dtfa ra nhtfng quy tac mcri ve vipc Medicaid tra 
ti'en cho tat ca cac nhan thuoc mefi, theo do Medicaid chi 
thanh toan hojc theo 88% gia ban buon trung binh, ho§c theo 
bat ky mure gia tot nhat nao da danh cho nhimg ngUcri khac 
trong nganh ban le diryc pham, tuy theo mfe nao thap hern thi 
chQn mufc do. 

Chinh phu da nhan du*yc gi trong tro chcri mdi? Khong 
nhieu nhtf dy tinh. Chung ta hay cung nhin tro choi tur phia 
nha san xuat dype pham. Vch luyt mbi, se khong dang de ban 
chao mpt ai do mere gia thap hon 88% so vbi mite trung binh. 
Neu ban lam dieu do thi ban se phai mb rpng mure gia thap do 
sang cho ca chinh phu va dieu n&y chac ch£n lam ban thi$t h$i 
nhfeu hOn ngay ca khi co them diryc mpt moi lam an mbi. 

Dale Kramer, Giam doc phy trach mua thuoc cho Kaiser 
Permanente da mo ta di£u nay nhtf sau: "Trtfbc day, chung toi 
da tufng de nghj nha san xuat (thuoc) mite 90%, co the vao 
khoang 10 tripu USD trong moi thtfcfng vy mbi, va nhyn duyc 
mure gia kha uli dai. Con bay gib, khong ai muon giam gia thap 
hern mure san ciia Medicaid.” 

Do chira phai la tat ca. Bbi vi khong ai nhyn duyc mite gia 
thap hon 88% so vbi mure trung binh nen chinh mite trung binh 
cung khong con dung b cho cu. Vi cac mite gia thap mat dan di 
nen mite gia trung binh tang len. Bay gib thi nha san xuat thuoc 
se khong muon chao bat ky ai mite gia thap hon 88% ciia mure 
gia trung binh mbi da cao hon mite trubc. Ly do cung van the. 



Ket qua la gia trung binh Igti tigp tyc tang. Rat kho noi khi nao thi 
ket thuc, tuy nhien hoan toan co kha n^ng 88% mite gia mcri cuoi 
cung con cao hem ca 100% mite gia luc ban dau. 

Doi vefi chinh phu, vi$c doi hoi chi tra 88% mite gia 
trung binh la co the hieu dtfc/c. Sai Tam a day la chinh phu da 
dong thefi cho minh htefng them quy ch^MFC. Di€u nky tgo ra 
dpng cof cho cac nha san xuat tang gia va lam cho mte gia 
trung binh cung tang theo. Chinh phu cuoi cung phai tra mte 
gia cao hon, cung nhu tat ca nhutig ngtfcri khac. Dieu chinh 
phu dang le phai lam la tim each tyo ra dpng co de cac nha san 
xuat thuoc giam gia, chef khong phai tang gia. Khi do, mte gia 
trung binh cung se giam xuong va chinh phu thym chi se c6 
the giam chi phi ve thuoc nhieu hdn ntfa. 

Fiona Scott Morton, Gi£o sir tnrcmg Kinh doanh 
Stanford, da danh gia tac dgng cua vice thay doi quy t£c dd'i 
vdi gia thuoc nam 1990. Ba dira ra ket tuyn r&ng gia da tang 
trung binh 9% doi vefi cac nhan thuoc co ban quyen va 5% doi 
vdi thuoc khong co ban quyen. Thym chi gia cac thuoc thong 
dyng cung t&ng myc du thuoc nay khong nSm trong danh 
myc cac loyi thuoc htefng dieu khoan ve gia tot nhat. Gia cua 
nhufng thuoc nay t&ng trung binh 2%, mte thap nhat trong so 
cac nhan thuoc. 

Cach ma tro chcfi mefi diftfc chtfi co the da lam cho chinh 
phu ngyc nhien, nhuug cac nha san xuat thuoc thi khong. Hy 
da luon luon lam dung. Thte ra cac nha san xuat nay khong 
phan doi vi$c danh cho chinh phu mte gia tot nhat. Roy 
Vagelos, Tong Giam doc Merck, da giai thich: "Quan diem cua 
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chung toi ve gia tot nhat cho Medicaid - gift day da dtf<?c dtfa 
vao luat lien bang - dude cung co bcri chinh sach lau dai ciia 
chung toi ve tranh giam gia qu£ nhieu. 11 

Bang vi£c cho chinh minh hirbng quy che MFC, Chinh 
phii da giup cho myng lifcri cac dai truyen hinh va cac nha san 
xuat thuoc dirqc ltfi vdi cai gia phai tra la chi phi cua cac nha 
quang cao va cac cong ty ban le thuoc ttf nhan tang len. Va 
Chinh phu cung ch£ng lam du^c gi nhieu hem cho chinh ban 
than minh. 

MFC da lam thay doi tro choi. Khi khach hang cua ban 
diTtfc htfcrng quy che MFC, ban se co kha nang chju dytig 
dude ap lyc giam gia tot hern. Co niQt nghi thu*c chung trong 
cac cu$c dam phan veri khach hang ve gia. Ban noi veri khach 
hang: "Toi cung muon giam gia cho anh lam, nhimg toi 
khong the." Khach hang cua ban se dap lgi: M Anh cung khong 
the khong lam nhu* vay. Bdi vi neu khong, toi se khong mua 
cua anh nfra.” Thirbng thi ban chju thua veri ly le nay. Nhimg 
neu cac khach hang khac cua ban da co MFC, cac ly le cua 
ban se trer nen thuyet phyc htfn. Ban co the chi ra r^ng vi§c 
nhuyng bp gia cho mpt ngtfdi se dan den bat bupc phai 
nhuyng bp doi veri tat ca nhutig ngudi khac. Do thtfc sy* la 
dieu ma ban khong the c6 du sure de lam. Ban chi co the defn 
gian noi khong. 

MFC la mQt vi dy cua cai gpi la "sy cutig nh&c cua chien 
liftfc". Mpi ngudi thtfdng nghi rSng tinh linh hoat noi chung la 
tot. Khong phai nhtf vyy. Doi khi ban lgi co sure manh ldn hon 
vdi doi tay bj troi. 
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Day la chien Itldc da dude ap dyng bdi Hernan Cortes, 
mpt ngifdi Tay Ban Nha di xam ltfpc Trung va Nam My khi 
ong ta dat chan len dat Mexico. Dpi quan cua ong ta da bi tdn 
that kha nhieu sau chuyen di dai. Vi SQf thua tran nen rat nhiSu 
ngirdi muon quay trd ve. De cung co tinh than quyet tarn cua 
quan linh, sau khi cap ben, Cortes da cho pha tan cac con 
thuyen. Khong the quay trd lai, quan linh chi con mpt Ida 
chpn la tien vao dat lien. Trtfdc khi hp den, thu do Aztec, 
Mozetuma d do da sin sang dau hang ma khong can phai 
danh nhau. Chien ludc cua Cortes do vay mac du lam giam bdt 
cd hgi Id’s chpn cua ong nhutig lai cung co them sure mgnh cua 
quan dpi do ong chi huy. 

Vipc trao quy che MFC cho khach hang cung co tac dyng 
tircfng tvf. Bgn giam bdt ccf hpi Ida chpn cua minh bbi vi bay 
gicr ban bupc phai danh cho khach hang mufc gia b&ng mufc gia 
tot nhat ma ban da danh cho bat ky ai khac. Tinh ctag nh 4 c 
trong chien lu*dc nay chinh la cai ban muon, bdi vi n6 rang 
bupc ban trong khi dam phan va giup ban dcfng vdng tntdc cac 
khach hang cua minh, 

Neu nhif MFC chi giup cho ngirdi ban co the gianh phan 
ldn hdn cua chiec banh thi vi sao cac khach hang lai van tiep 
t\ic muon co no, va tham chi gay ap lye de co no? Mpt trong 
cac ly do la co mpt so khach hang khong hieu dirpc van de nhir 
vyy. Hp khong nhan thay r 4 ng chinh MFC da lam thay doi tro 
chdi. Dieu nay khong co gi ngac nhien, bdi each MFC gay anh 
htfcfng 14 rat tinh vi, khong de nhan thay, tham chi phan trdc 
giac. Mpt ly do khac la mpt so khach hang nhan thay hp chi la 
nhdng doi tac nho be, ho§c cung 14 m la trung binh khi dam 
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phan. Cac khach hang nay se rat vui long nhyn miic gi& thap 
nhat ma ngudi khac dam phan dirge, ngay ca khi MFC dtfa den 
mpt mu’c gia chung cao hon. Thu 1 ba, khong phai bao gid MFC 
cung dtfa den mdc gia cao hon cho khach hang. Luon luon co 
kha nang co mpt khach hang nao do trd nen rat cting ran va 
neu ngtfdi ban b\ buQc phai cho khach hang nay nhdng dieu 
kiyn rat hao phong de co dtfdc moi lam an n£y thi ngtfdi ban 
do cung phai danh dung nhufng dieu ki§n nhtf vyy cho tat ca 
cac khach hang dang hudng quy che MFC. Khi do, cac khach 
hang khac nay se co the co dtfqc mdc gid tot hdn m& ban than 
ho khong co kha nSng ty* thtftfng ltfgtag cho minh. 

Cac khach hang la cac c6ng ty con co mpt ly do khac de 
chap nhyn, thym chi doi hoi co dtfdc quy che MFC. Mot 
khach hang doanh nghigp co the it lo 15 ng ve mvfc gia tuyyt 
doi hern la viyc ho se d vao vj thS bat lqi ve chi phi so vdi cac 
doi thu cynh tranh. N£u dung nhtf vyy thi co dtfdc MFC se 
mang mgt y nghla rat ldn. N6 cung giong nhtf mot hqp dong 
bao hiem, bao dam cho khdeh hang luon c6 dtfdc sy* ngang 
bang ve gia vdi bSt ky ai khac mua td cung mqt nha cung 
cap. Phi bao hiem trong trtfdng hdp nay chinh la mere gi£ 
chung bi tSng len. 

Cac nhan vien phy tracli mua s&m cua khach hang 
thudng la nhdng ngtfdi sot s£ng nhat vdi MFC. Dieu ho khong 
muon nhci't la nhan vien mua s£m cua doi thu cynh tranh co 
the doi dtfdc mdc gia tot horn. Dieu nky se tyo ra an ttfdng 
ngu*di nhan vien do lam viyc kem hiyu qua va rat co the se trd 
thanh ly do de anh ta bj duoi vige. Quy che MFC se giai quy£t 
dtfdc van de nay cho ngtfdi phy trach mua s&m. Nhdng ngudi 
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nay co the ddn thuan khong nhpn thay rang MFC co the dan 
den lam tdng mite gia chung, ma thpm chi neii co thi cung 
khong quan tam nhieu 1dm mgt khi hp vdn co dutfc mute gia tot 
nhat tren thi tnrdng. Con ngtfcri phai tra gia cho dieu d6 se la 
mpt ngtfcri khac. Tinh hu6ng nay gpi cho chung ta nhd den 
nhutig van tho cua Tom Lehrer: 

“M$t khi ten lit a d trert trdi, ai can quan tam den chung 
se rai vdo ddu? Du sao thi cung khong phai la chd cua toi” 

- Wemher von Braun. 

Bay gift thi chung ta da thay MFC co Itfi cho ngtfcri ban 
nhtf the nao va vi sao cac khach hang m|c du v$y vSn muon co 
no. Nhtf vay la chi con phai xem xet mpt khia c$nh nufa: M$t 
khi da co MFC, no se 1 dm thay doi each thtfc dam phan nhtf 
the nao? 

MFC lam giam dpng ccr dam phan cua khach hang. 
Chung ta da thay chinh phu ttf bieu quyet de trao cho minh 
quy che MFC, sau do ngoi yen de nhtfng ngtfcri khac lam tat ca 
cac cong vi§c ve dam phan. Hau het cac khach hang co MFC 
d?u to ra tich ctfc hon nhtf v£y. Hq khong bo qua co hgi dam 
phan cho chinh minh. Nhtfng thpm chi ngay ca khi do, thong 
thtfcrng khach hang co MFC cung khong quyet lipt lam trong 
thtftfng Itftfng veri ngtfcri ban. Di'Su nay co y nghia cua no. Di 
nhien khach hang cung co the de cho nhtfng ngtfdi khac lam 
cong vipc kho khan do biet rdng ho se co lqi trong bat ky mite 
gia tfu dai nao ma nhtfng ngtfcri khac gianh dtfpc tuf ngtfcri ban. 
Nhtfng neu tfft ca deu y l^i vao ngtfcri khac lam cong vipc 
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thirang lvpng kho kh&n do hp minh thi cong vipc d6 se khong 
bao gid dupe thtfc hi§n c6 kgt qua. 

Sp k£m nhipt tlnh tay d$c bipt thay ro neu nhutig gi 
khach hang quan t£m chi 1& vi the ngang tang ve chi phi so vdi 
doi thu c?nh tranh. Vdi MFC, khach tang yen tam rSng khong 
ai c6 the c6 dupe mile gia t 5 t hem minh ngay ca khi hp chi ngoi 
xem rta khong he lam gl de thuung lupng. Li$u ktach tang co 
nen co gSng de' thUdng lupng mile gia thap hem tOf phia ngudi 
ban hay khong neu hp hy VQng gianh dupe lpi the ve chi phi so 
vdi doi thu canh tranh? Co le khong. Co nhieu kha nang doi 
thu canh tranh cua hp cung da dupe hudng quy che MFC til 
ngudi ban. Neu khdeh hang nay co dirpe mile gia thap hdn thi 
tat ca nhutig ngudi khac cung se dupe nhu vay. Vay thi tai sao 
phai ban khoSn? 

Tom lpi, MFC da biefh ngudi ban trd thanh cac con h6 va 
ede khdeh hang trd ttanh nhung chu itao. Theo ban ai se la 
ngudi gianh dupe mi£ng banh to htf n? 

Dieu rot epe da khien MFC thay doi cupc chcri mpt 
each hipu qua chinh la sp tinh vi kho nhpn thSy trong each 
no cho phep nhftng ngudi ban gianh quyen kiem soat, gan 
nhu theo kieu "cila hau". Bing each trao quy che MFC cho 
mpt khach tang, ban da lam thay doi cupc chcri doi vdi tat ca 
mpi ngudi. Do la bdi vi khi bpn dam phan vdi mpt ai do, vipc 
li£u khach hang do co MFC hay khong khong quan tj-png 
b&ng lipu cac khach hang khac cua ban co MFC hay khong - 
do chinh la dieu bien ban trd thanh con ho. Ngudi khach 
hang kia co the khong thich thpc t£ nay nhung anh ta khong 
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the lam gi de thay doi tinh the. Anh ta khong kiem soat dirpc 
vipc ban co cho cac khach hang khac quy che MFC hay 
khong, tat ca nhutig gi anh ta co the kiem soat dupe la MFC 
cua chinh minh. Neu cac khach hang khac cung co MFC, 
dieu nay se dat anh ta vao vi the yeu hem, anh ta co le cung 
se danh chap nhan MFC de co dirge sy dam bao ve gia nhtf 
nhulig ngirdi khac. Khi anh ta lam nhu“ vay, do se la dpng co 
manh hon doi vdi nhirng ngtrdi khac ntfa de chap nhan dieu 
khoan MFC cho hQ. 

Nhir v|y, mac du MFC mang 1 ai nhtfng lpi the rat Idn, 
nhiing ngufri ban khong nen coi do la mgt thuf than dupe dnfa 
bach bpnh. Mpt nhupc diem khi trao MFC cho khach hang la 
lam nhtf vay se khien ban kho gitf dtfpc khach hang do hon. 
Gia sir nhir doi thu eanh tranh cua ban muon d£nh c&p khach 
hang do tuf tay ban va chao mute gia thap hon cua byn. De giuf 
kh£ch hang, ban se phai ha gia cua minh cho Mng mure gia cua 
doi thu canh tranh. Tuy nhien, dieu nay se tao ra tien lp cho 
cac khach hang khac cua ban, nhimg ngtfpi cung co the trong 
dpi dirge htfPng nitre gia thap do. Neu nhir hp deu co MFC thi 
khong nhutfg hp chi trong dpi, hp cMc ch&n se nh$n dtfpc 
mtTc gia do. Trong tinh hiring do, vipc co gift lai khach hang 
dau tien co the se bat ban phai tra gi£ rat dat, Bgn se danh 
phai de cho anh ta di. 

Do co the chinh la nhftng gi ma doi thu canh tranh cua 
ban dang tinh toan. Biet rang cac kh&ch hang cua ban co MFC, 
doi thu do se rao net theo duoi khach hang cua ban hem trong 
Ian dau tien. Do vay, neu ban lo ldng ve vipc co the de mat 
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khach hang vao tay doi thu c^nh tranh thi cho h q hiring quy 
che MFC co the la mot y tiring co h^i. 

Nhiryc diem thu* hai b day la bgn se ton kem hdn khi ban 
muon theo duoi khach hang cua doi thu canh tranh bang gia 
ca. Ban se bupc phai chao mufc gia do cho tat ca cac khach 
hang hi$n t^i cua b$n va co the khach hang mbi khong dang 
myt sy hy sinh Ibn nhir the. 

Tat nhien cung chinh vi hai ly do nay ma b^n se co the 
co lyi khi doi thu c$mh tranh cua b$n trao quy che MFC cho 
khach hang cua hQ. Tuy nhien, dieu nay khong nam trong 
tam kiem soat cua b$n. 


Oi§u khoan toi huy khach (MFC) 
tren quan diem ngipfri ban 

L<?\ 

1. Khi4n ban trathanh nha thircmg luyng cung r£n hon. 

2. Giam dong ca m$c ca gia cua kh6ch hang. 

H^i 

1. Khi4n cho d6i thu cgnh tranh cua ban d§ d£ng \6\ k6o 
khach h£ng cua ban. 

2. Khi4n bgn khb toi kbo kh£ch hang cua d6i thu cynh tranh. 
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Oieu khoan toi hu0 khich (MFC) 
tren quart diem khich himg 

L<y\ 

- Cho phep bgn dupe hiz&ng Ip-i tu bit ky muc gii 
nio r£ non chao cho cic khach hang kh&c sau d6. 

- Bio dam ring bgn khong bao gib' bj bit [pi v& chi 
phT so vpi doi thu c?nh tranh. 

- Logi bo kha ning bgn bj tfanh gii la kern niu khich 
hang khac c<5 dupe m&c gii tit horn. 

- Khi rihung ngudi ktiic c6 MFC, bgn s§ rit kho dim 
phin dl co dupe mi>c gii uu dai d$c bi#t 


Chting ta da vita thay ring tac d§ng chu yeu cua MFC 
ddi vert mSi quan ngtfdi ban - khich hang la lcim djeh 
chuy£n cin din lpc Itfpng nghieng ve phia ngufti ban, 
Chung ta edn thay ring vi£c cho khach h&ng cua minh 
htfcfng quy ch£ MFC khong phai la khong co nii ro, befi vi 
lim nhtr v§y se khi£n ban trd n£n nhay cim hdn trtfcfc s\f 
c^nh tranh cua cic doi thu. Neu vi§c mat khach hing la 
di§u chil yeu ban lo lSng, c6 le ban n@n tim mgt quy tic 
khic de lam thay doi tro chtfi. 
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Dieu khoan ve kh6p gia cynh tranh 

Mpt doi thu cynh tranh dang theo duoi de gianh khach 
hang cua bgn. Ban co the lam diTQc gi? M$t trong cac each co 
the lam cho doi thu c^nh tranh kho danh cap khach hang cua 
byn la ap dyng dieu khoan kh&p gia cgnh tranh (MCC). MCC 
la mot thoa thugn tren hgp dong giita cong ty va khach 
hang cho phep cong ty co the hfa chQn dS gilt lai dirge 
khach hang bang each dap itng cho khach hang theo mtfc 
gia dung bang mite gia chao cua doi thu cgnh franh. Tat 
nhien, MCC khong buQC bpn phai chay theo mufc gia doi thu 
canh tranh dira ra. No chi dem thuan la phan thirdng cho ban, 
neu ban lam nhu v|y, ban du*Qc dam bao se tiep tyc lam vipc 
vdi khach hang cua minh. 

Co nhttng each gQi khac nhau cho dieu khoan nay, doi 
khi no dutfc ggi la "dieu khoan xem lyi Ian cuoi", luc khac no 
lai dirpe gQi la "khefp ho§c tha". Do chi la cac ten ggi khac 
nhau cua MCC ma thoi. Du veri t$n gQi nao thi MCC cung rat 
pho bien cac nganh kinh doanh h&ng hoa thong dyng. 

Toi da khrirp theo gia cynh tranh \k... 

De hieu MCC co nhufng tac d$ng nhu* the nao, hay dyt 
byn vao vj tri cua mQt nha san xuat hang hoa dien hinh. Ban 
khong co nhieu lQi the trong thtfdng lifQng va byn van 
thirdng bj ep gia thSp xuong. Dieu nky thyt trd treu befi vi 
hang hoa cua byn la mQt dau vao quan trQng cho san xuat. 
Van d£ if day, tat nhien, befi vi byn khong phai la nh& san 
xuat duy nhat. 
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Co mQt so ldi diem co the cdu ban. Gia v$n chuyen hang 
hoa cua ban la rat dat, dfeu nay giup ban co mQt gia trj gia 
tang doi vdi khach hang vi ban d dja diem tot nhat de cung cap 
hang cho hQ. Ban con co them gia tri gia tang td uy tin, djch vy 
va cong ngh^.ma ban co. Nhirng du sao thi gia trj gia tang cua 
ban van rat nho neu so sanh ttftfng quan vcfi ca chiec banh. Do 
gan nhir la khai ni$m ve mQt doanh nghiyp kinh doanh hang 
hoa thong dyng. Cau hoi d day la: Lam the nao ban co the cai 
thign dirqc vj the thtfcfng ltfdng cua minh? 

Co ditdc MCC vdi khach hang cua minh co the giup ban 
gift dirdc mdc gia cao hcfn. Thong thudng gia tang se la ldi mdi 
chao cac doi thu canh tranh cua ban tim each k>ai bo ban. Tuy 
nhien neu ban da co MCC thi doi thu canh tranh se khong d§ 
dang loai bo ban b&ng each nhay vao va dtfa ra mdc gia thap 
hern de gianh khach hang cua ban. Neu doi thu canh tranh cua 
ban lam nhir vay thi ban co the se quay lai de chao theo mdc 
gia thap hern do va van gift dude moi lam an. Cd qua lai nhir 
vay v;>i lan thi gia se giam xuong den mdc gan bang vdi chi phi 
bien t: ien, nhimg den day thi Iqi ich thu ve se khong bo so vdi 
nhufr o lye cua doi thu canh tranh bo ra de gianh giat kh£ch 
hai; .a ban. Ngudi duy nhat dir^c ldi chinh la khach hang 
cu?i nan, ngudi ma rot eye se gianh dude phan banh to hern. 

Ban co the thSy dtfdc the manh cua minh bSng c£ch 
ddng vao cho cua doi thu canh tranh cua ban. Anh ta se 
mao hiem bat ky luc nao anh ta co y dinh giam gia dS lay 
moi lam an cua ban. Hay nhd lai Tam chi phi ugdm cua 
dau gia. da liyt ke d chirong ve Ngit&i chcfi . Chung toi dtfa 
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lai chung dtfdi day bdi vi chung co the ap dyng vao tru'o’ng 
hpp doi thu canh tranh cua b^n dau gia de gianh khach 
hang cua ban: 


Tam chi phi ngam khi ddu gia 

Ban kho co kha nang thanh cong. Co nhCrng each khac 
de sir dung thoi gian cua ban tot hern la lam dieu do. 

Khi ban thSng mpt moi lam an, throng la ban thdng 
do gia thap v& do vay ban se bi melt ti4n. 

Nguai c6 moi \km Sn do trutfc ban co kha nang se tra 
dua - cu6i cung ban se th£y rang minh da d6i khach hang 
sinh Ipi cao l£y kh£ch hang sinh Ipi th£p. 

Thang hay thua thi ban cOng da lap ra mot mi>c gia 
th£p han - cac khach hang hipn tai cua ban se ddi ban 
phai iru dai hp han nCra. 

Ban dirara mpt ti£n Ip xiu - c3c khach h£ng moi se 
chi dung gia cua ban lam m6c. 

Cac d6i thu canh tranh cung dpa theo m6c gia thlp 
mzk ban gop phln tao ra. 

Se khong co Ipi han neu ban trao Ipi the ve gici cho 
d6i thu canh tranh cua chinh khach hang ban. 

HSy suy nghl kilu canh tranh hpp tac: dirng dap va 
ngoi nha klnh cua doi thu cua ban - n£u chinh hp d£ b[ 
ton thaang thi hp se khong tim dkch khieu khich ban nfta. 
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Mac du da co cac ly do dtftfc lict ke tren day de doi thu 
canh tranh khong theo duoi khach hang cua ban, song anh ta 
co the van muon thii vdi hy vpng co them cac moi lam an mcri. 
Tuy nhien, mQt khi ban da co MCC trong tay thi hy VQng nay 
se mong manh hern nhieu. Theo duoi khach hang cua ban se 
co tat ca nhu*ng cai h?i trong khi co it cai lqi htfn. Tot hern la 
doi thu canh tranh cua ban quay ve va tim each lam hai long 
cac khach hang hiyn tyi cua anh ta. 

D$t MCC vao cuqc chcri se lam thay doi eye diyn theo 
each hoan loan co lgri cho ban. Vcri doi thu canh tranh, trong 
khi dung la hQ se co it kha nang de gianh thj phan til tay byn 
hern, di'eu con dang ngyc nhien hern nura la co mgt yeu t6 cung 
thang d day. Mile gia cao hon cua byn se lyp ra mQt tien Iq co 
lQi: Chung giup cho cac doi thu cynh tranh cua byn co khoang 
trong de tang gici doi vefi cac khach hang cua chinh hQ. Hern 
the nufa, byn noi chung se khong myn ma vefi vige theo duoi 
khach hang cua hQ beri vi vdi mile lqi nhuyn cua byn da kha 
cao, ban da co nhiBu hern de co the lieu myng danh mat. Day 
m$t Ian nifa lai la tac dQng hiyu ting nha kinh dtfyfc ap dying. 

Con doi vcri khach hang, vi sao hQ chap nhyn MCC? Co 
the do la thong 1 q trong nganh. Thym chi khi khong co MCC 
chinh thile thi noi chung ngtfcri ta cung d'eu chap nhan r&ng 
cac khach hang khong bo nha cung cap hiyn tai cua minh ma 
khong cho hQ co h$i cubi chng d£ d$t gia. Trong m$t so trirdng 
hdp, do co the la do nhan vien phy tr5ch mua s&m cua khach 
hang muon kiem lefi trong ng&n han. De nhyn dtfQc mile gia 
thap hom nay, hy $£n long danh doi u*u the trong thtfdng 
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luring ngay mai. Trong cac trtfdng hpp khac, do dcfn thuan la 
do cac khach hang khong hieu ro dupe nhi/ng h§u qua cua quy 
tic nay. 

Du la vcfi ly do nao thi MCC cung mang lai mpt s6' Ipi ich 
cho khach hang. Do la bcfi vi MCC bao dam cho moi quan hp 
lau ben giu'a khach hing voi nha san xuat, tham chi khong can 
phai giao kft bing cac h</p dong dai han. Vdi si/bao dam nay, 
cac nha san xuat se sin long dau tir nhieu hcfn de phyc vy 
khach hang cua minh mpt each tot hcfn vi de dang chia se cac 
y ttfcfng cung nhir cong nghp cua minh cho khach hang hcfn. 
Khuynh hirdng hqrp tic nay co the se dem lyi chien thing ve 
lau dai cho khach hang. 

Neu byn la ngifcri ban, hay nhef rang doi hoi dupe 
hirdng MCC chinh la each de dirpe tra tien khi chcfi. Neu 
khach hang muon ban ra gia nhimg lai khong tra ti§n mat de 
ban chcfi thi hay doi lay MCC. Neu mpt trong cic khach hang 
cua ban nhyn du*pc nhi/ng ldi chao mdi gii thap khien ban 
phai giam gia theo, Ian ky hpp dong tiep theo, hay de nghj 
dtfa MCC vao. Khach hing cua ban co the cho do chi la mpt 
nhan nhtfpng nho de doi lay si/ nhan nhtrpng v<§ gii ma ban 
vi/a cho hQ. Bcfi vi vipc ban co du*cfc MCC se giup ban khoi 
can phai phong doin khi d$t gia trong tirefng lai, ban se 
khong can phai di tnrcrc trong vipc giam gia, Neu mpt ngtfcfi 
ban khac dyt gii thip hcfn cua ban, ban se co CO hQi &$ dap 
lai. Vi nhtf chung ta da chi ra tur trude, nhtirng ngtfdi khac se 
c6 rSi it dpng co de d$t gia th£p hcfn nhtf vyy. 



Stf mo phong lanh m^nh 

Neil ban co MCC, khong nhutig ban khong b\ thipt hai 
do doi thu sao chep mo phong chien ltfpc cua ban ma ngU<?c 
l^i co stf mo phong do con lam cho vj the cua ban dtfpc cai 
thipn hern. Mpt nha san xuat rieng le se don phtfcrng htfdng l</i 
tiif vipc dtfa dieu khoan MCC vao cac hpp dong ky ket vdi ngtfdi 
mua. Lqi ich gia tang se co khi cac nha san xuat khac cung dtfa 
MCC vao cac hpp dong cua minh. MCC khien hp co the tang 
gia len them va do vay co nhieu htfn de sp mat neu nhtf hp 
khdi xtfdng chien tranh ve gia ca. Bdi vi MCC trd nen pho bien 
r$ng rai trong nganh nen moi ngtfdi deu co it trien vpng gianh 
them thj ph'an hern. Mpt khi da co nhieu hem de khong the 
mao hiem cho di va it hern de co the thu ve, cac nha san xuat se 
h^n che theo duoi khach hang cua doi thu. Bay gid thi ai cung 
chi mudn yen on trong ngoi nha kinh cua minh. 

Neu khong co nhutig dieu khoan nhir MCC thi canh 
tranh tren thi trtfdng co the coi la tro chcri tp do doi vdi tat ca 
mpi ngtfdi. Mpt ngtfdi ban nay co the nhay vao va co g&ng loi 
keo khach hang cua ngtfdi ban khac. Trong trd chtfi nhtf vay 
chang he co mpt quy tac giao tfdc nao ca. Khach hang khong 
can phai den cho nha cung cap hipn tai de cho anh ta ccr hpi 
dieu chinh lai gia cua minh cho khdp vdi gia cua doi thu canh 
tranh. Thani chi neu nha cung cap hipn tai co dupe ccr hpi do, 
khach hang van co the khong noi ra con so can phai khdp. 
Trong trtfdng hpp nay rat co the la cudi cung nha cung cap do 
se ha gia thap hern so vdi mdc can thiet vda du de gitf moi lam 
an vdi khach hang do. 
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Dieu khoan MCC lam thay doi tro chtfi bang each tao ra 
cac quy t&c ve giao keo. Doi thu canh tranh van co the dat gia 
nhimg ngtfdi ban hiyn t$i co quyen di nude cuoi cung. Khach 
hang khong the tit chuyen doi nha cung cap ma khong tiet I 9 
vi£c d§t gia cua doi thu canh tranh vdi nha cung cap hi$n tai 
va cho hq ca hyi de dieu chinh gia. Neu nhu 1 nha cung cap co 
the dieu chinh gia cho khdp vdi mut gia cua doi thu canh 
tranh dita ra, hy se giur dude khach hang. Biet diryc dieu nay 
nen cac doi thu canh tranh thudng co rat it dpng c a de di nude 
dau tien trong tro chcri. Do la ly do vi sao MCC d$t ngirdi ban 
hi£n tai vao mgt vi the rat manh. 

Cung giong nhif cac dieu khoan tot hu$ khach, cac dieu 
khoan ve khdp gia canh tranh khong phai la phifOng thuoc 
chda bach b^nh doi vdi ngirdi ban. Chung se lam cho ban de bj 
ton thirong htfn trong trirdng hdp doi thu canh tranh cua ban 
d$t myc tieu la lam hai ban chd khong phai lam dieu tot cho 
ban than minh. Neu ban co MCC, doi thu canh tranh cua ban 
se dura ra mdc gia rat thap va ehd ban ha gia, con anh ta se 
chang thi^t hai gi vi khong bi b5t buyc phai thtfc hi$n theo 
mdc gia chao cua minh. Anh ta co the giam lyi nhuan cua ban 
ma khong can phai nhay ban vao. Chung toi khong nghi rang 
chien liryc nay se co lyi cho doi thu canh tranh cua ban nhimg 
ban cung khong nen cho ding cac doi thu canh tranh cua ban 
luon luon nhin thay lyi ich cua minh theo each nhin cua ban. 



Didu khoan kh&p giii canh tranh 
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- Giam bat dong ca d4u gia cua d6i thu cgnh tranh. 

- Khong c4n phai phong doan ve gia - bgn da biet gia 
nao c4n phai dira ra. 

- Cho phep ban quy4t dinh co n§n gift Igi kh6ch h&ng 
hay khong. 


Hgi 

- 04 cho d6i thu canh tranh cua ban co the dau gia ma 
kh6ng c4n giao hang thyc theo mu>c gia d6. 


M§t each doi xutig, khi co MCC cho ngtfdi ban thi cung 
co MCC cho ngircifi mua. M§t ngufri mua muon co dirpc sy 
bao dam rang ngirdi ban se ban cho anh ta neu anh ta khdp 
diryc theo mure gia cao nhat d$t cho ngtfcfi ban. Quy t&c diryc 
ap dyng theo each nay thtfdmg duyc goi la quyen tur choi 
trutfe. Tuy nhien, ve ban chat thi no cung giong hyt nhtf 
MCC doi vefi ngirefi ban. Ca hai deu cho phep ngirefi hircfng 
no duyc di nufcrc cuoi cung. Do la diem then chot. V& vefi 
nhtfng gi ban vtia dtfQfc biet ve MCC thi ban cung se khong 
ngac nhien rang quy£n dtfyc tfir choi trtfcfc se dat ngtfofi mua 
vao m$t vj the gay anh hirdng rat manh. 
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Daii gia theo nhom. Thang 1 nam 1994, dpi bong da 
Miami Dolphins dirpc ban cho H. Wayne Huizenga, ngirift 
sang lpp ra Blockbuster Video vpi gia 138 tripu USD. Mpt mere 
gia rat hPi. Trong khi do dpi Patriots cua New England dupe 
ban vpi gia 160 tripu USD vao gan nhir cung mpt thefi diem. 
Mure gia ma dpi Dolphins ban dupe th§m chi con thap htfn 
mure phi ma Lien doan bong da quoc gia thu khi mpt dpi bong 
mPi dupe thanh lap (chtfa he co thanh tich, chtra co ca huan 
tuypn vien). Trong khi do, dpi Dolphins da tutig co nam giai 
America Conference, hai thang lpi giai Super Bowl, la dpi co 
ket qua tot nhat trong lang bong da nha nghe ke tur nam 1970 
va mpt huan luypn vien huyen thogi la Don Shula. 

Vi sao mufc gia chuyen nhirpng I31 thap den nhit v£y? 
Mpt phan thi do la mpt vp mua ban dang buon. Dpi 
Dolphins da timg chtfi rat xuat ske dirPi thcri ong chu cu la 
Joe Robbie suot mpt theft gian dai. Tuy nhien, khi Robbie 
chet nam 1990, dpi bong dufpc chuyen sang chin ngirtft con 
cua ong. Sp bat hoa gifra nhirng dura con, cpng them vPi 30 
tripu USD tien thue phai tra tren tai san thCra ke da day dpi 
bong den cho bj ban di. Nhirng ngay ca khi bj bupc phai ban 
di thi dieu do cung chtfa giai thich dirpc vi sao mpi ngirdi l$i 
khong m$n ma veri vipc mua no. 

Chia khoa de giai thich chinh la ban hpp dong ma nhtfng 
nguPi con cua Robbie da ky ket veri Huizenga truftc day. Sau cai 
chet cua ngirpi cha, anh em nha Robbie da ban cho Huizenga 
15% co phan cua dpi bong va cung cho ong quyen dirpc lpa chpn 
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mua hay tir choi truOc hat ky mgt vy mua ban nao khac cua dgi 
hong. Nhir v®y la cac con cua Robbie khong the ban Dolphins 
ma khong cho Huizenga c a hgi trade do de chao bang mdc gia 
cao nhat ngir<Vi khac dat ra. 

Hay dgt minh vao dia vj cua m$t ngudi dan gia co 
trien vgng mua lai dgi Dolphins. Ban phai dau tir thdi gian, 
sure ltfc va tien bye de chuSn b\ ve tai chinh, thue ngan hang 
dau tir lam cac danh gia kha thi. Ligu ban co du kha nang 
th&ng dugc Huizenga khong? Khong chac. Neu vige gianh 
dirge Dolphins tgi mgt mdc gia nao do la co y nghia doi vdi 
ban thi no cung co the co y nghia nhif vay doi vdi Huizenga. 
Va ong ta lai co quyen dirge ra gia sau cung de mua dirge 
dgi bong. Do la kjch ban cho tinh huong kha quan nhat. 
Con tinh huong xau nhat la byn thang trong cugc dau gia. 
Neu Huizenga khong ehiu du*a mdc gia cua ong ta len b&ng 
ban thi do chinh la b&ng chdng manh nhat cho thay ban da 
tra hd. 

Thgc tS la ngudi tra gia con d mgt vj the yeu hon nhtf 
the nufa. Huizenga sd hdu mgt nda san vyn dgng ncri 
Dolphins choi bong va con sd hdu ca dgi bong chuyen 
Marlins d Florida cung chia nhau choi chung san vdi 
Dolphins. Vdi tat ca cac yeu to ho trg nhtf vyy, that kho 
hinh dung ra co ai lai danh gia cao vige mua lai Dolphins 
hon la Huizenga. Va ngirdi nao do mua dirge Dolphins cung 
se phai dam phan vdi Huizenga mgt Ian nda de sd dyng san 
van dgng cua ong. Di'eu mau chot d day la: Vige tham gia 
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dau gia Dolphins se mang I31 thi£t hgi nhieu hcfn cho bat eft 
ai truT Huizenga. 

Dieu xay ra la da co rat it ngtfdi thyc si/ nghiem tuc 
xem xet vi$c mua lai Dolphins. Chi co hai ngirdi tra gia cf 
ben ngoai. M$t trong hai ngifcfi do dua ra nhieu dieu ki$n 
kem theo den mure anh em nha Robbie ngay l§p turc tur choi 
ma khong can phai hoi den Huizenga. Ngtfcfi thur hai diTa ra 
mite gia 138 tri$u USD, chinh la mite gi£ Huizenga da tra 
khi ong gianh quyen mua l$i d$i bong, Td typ chi Wall 
Street da dan leri cua mot nha dau tir ngan hang ve vy mua 
ban nay nhir sau: "Neil ban de ai khac kiem soat qua trinh cr 
ben mua, ban se khong the hy VQng gi tur nhiJng ngtfcfi dau 
gia khac ben ngoai.” 

V§y cac con nha Robbie dang le phai lam nhir the nao? 
Ho khong nen cho di dieu khoan ve quyen tur choi trtfcfc, 
hogc it nhat cung khong nen cho khong ma can doi dtfcfc tra 
tien cho vi$c do. Thgm chi ngay ca sau khi Huizenga da co 
diryc dieu khoan nay thi hQ cung van co the co each lam t6t 
hcfn. Chung ta da thay giai phap trong chutfng ve Ngit&i 
chcfi. LIN Broadcasting da cf mQt vj the rat yeu sau khi Craig 
McCaw diTa ra mite gia vefi thai do rat thu djeh de mua l$i 
cong ty nay. Do la ly do LIN da tra cho Bell mien Nam 54 
tri§u USD de nhay vao dau gia. Dang le anh em nha Robbie 
cung nen tra tien, vefi mot so tien nho htfn nhieu, cho nhtfng 
ngtfdi khac de ho tham gia dau gia cho ho. Tuy nhien, ho da 
khong lam nhtfvyy. 
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Hgrp dong vori cac nha cung cap 

Ban va nha cung cap cua ban, cung giong nhur ban va 
khach hang cua ban la nhutig doi tac trong vigc tgo ra gia 
tr;. Tuy nhien ngay ca d day cung khong hoan toan chi la 
quan he hqp tac. Khi cac nha cung cap cua ban tim each 
tang gia, do se la sy* cynh tranh. Noi each khac, chung ta lyi 
co dong thefi cynh tranh va hpp tac d day. 

Trong chtfcfng ve Ngit&i chcfiy chung ta da noi ve vi§c 
du*a them nha cung cap vao cuqc chinh la mgt each de djeh 
chuyen can can l\rc lirqng nghieng ve phia byn. Cong ty djeh 
vy cong cgng khu vtfc d Gainesville da dita cong ty dudng 
sat Norfolk Southern vao cugc nhtf m$t each de doi trpng 
vdi nha cung cap hign tyi cua hg la CSX. American Express 
lyp ra lien minh mua h&ng de dira them vao cugc chcri nhieu 
nha cung cap bao hiem y te hern. Trong chutfng ve Gia trf 
gia tang , chung ta da nhac den cau chuygn NFL hyn che so 
dgi bong va quy mo cua tumg dpi nhu mgt each de hyn che 
gia tr j gia tang cua cac cau thu. 

6 day, chung ta se xem xet xem cac quy tile co the 
dupe sir dyng de thay doi tro chcfi vdi cac nha cung cap cua 
byn nhu* the nao. Myng gia trj gqi y r&ng c it moi quy tac doi 
vdi khach hang thi se co mgt quy tie doi xufng cho nh& cung 
c£p. Cho den nay chung ta da xem xet hai quy t£c doi vdi 
khach hang: do la quy t&c MFC (quy t&c toi hug kh&ch - 
danh cho khach hang dupe ifu dai nhat) va MCC (quy tac 
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khbp theo gia c^nh tranh). M6i quy tac nay bay gib co the 
quay l$i de ap dyng cho nha cung cap. 

Dieu khoan ve phia nha cung cap ttftfng ty nhir MFC la 
b$n dam bao cho mpt nha cung cap rang ban se tra cho hp it 
nhat bang vbi mure gia ma ban se tra cho bat ky nha cung 
cap nao khac cho cung mpt lo^i hang hoa. Co the gpi day la 
dieu khoan toi hu$ cung . Dilu khoan nhir v§y doi khi - du la 
cong khai hay ngam y - co the thay trong cac hbp dong ve 
mtfc thu lao/ltftfng lao d$ng. Hufa tra cho mpt ngubi nao do 
khong it hdn tra cho nhfrng ngubi khac co ve la mpt d£ nghj 
rat hao phong. Thtfc te, tac d$ng chu yeu b day la d$t b^n 
vao v\ the co lpi htfn de duy tri mure liftfng chung. Tac dong 
nay tiTtfng ttf nhir cua MFC. 

Mpt MCC doi vbi nha cung cap ve ban chfft cung la 
mpt hdp dong giong nhir doi vbi khach hang: no cho b$n 
quyen dubc xem xet l^i Ian cuoi trubc khi phai quyet djnh. 
Dieu khac nhau duy nhat b day la lan nay ban co quyen mua 
thay vi quyen ban. Mot each hinh thufc, m§t MCC cho nha 
cung cap la mpt thoa thu|n trong hbp dong gifra mpt cong 
ty va nha cung cap, yeu cau nha cung cap tiep tijLC giao hang 
cho cong ty vbi dieu kipn cong ty tra theo dung mufc gia tot 
nhat ma bat ky ai khac de nghj vbi nha cung cap cho cung 
mpt loai heing hoa nguyen v§t lipu. Cung giong nhir khach 
hang thirbng tra nhieu hem trong trirdng hpp hp diTpc 
htfbng MCC, nha cung cap thirbng cung bj tra it hem khi hp 
co MCC, 
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Trong mgt so mon the thao chuyen nghigp - dgc bigt la 
bong rd va khuc con cau - cac ong chu d$i thi dau thtfdng co 
MCC trong cac hdp dong vdi cac van dgng vien. Dieu nay 
dam bao cho hp khong bj mat di nhdng v§n dgng vien chu 
chot bdi vi hg co ccf hgi tra theo mure gia cgnh tranh cua 
ngirdi khac. Tat nhien khi biet r&ng ong chu hign tgi co 
nhfeu kha nang se co gang khdp theo mgi gia, cac dgi muon 
cgnh tranh se co it dgng ccf htf n de di trtfdc tra gia cho mpt 
vgn dgng vien nao do. Tac dgng d day la giam sxjr canh tranh 
trong vigc loi keo van dgng vien ma neu khong co MCC thi 
$e la rat quyet ligt 

Ve nguyen t&c, cac tro chart vdi nha cung cap can phai 
ttfong xufng tuygt dm vdi cac tro chcfi vdi khach hang. Tuy 
nhien, tren thqc te, cac quy tac trong cac tro chart nay doi khi 
cung khac nhau. Cac dieu khoan doi vdi khach hang noi chung 
thong dyng htfn nhieu so vdi phia nha cung cap. Quy tSc tiep 
theo cua chung toi: Hqp dong ve "lay hogc tra tien” thtfdng chi 
thay ap dgng d phia cac nha cung cap ma thdi. 

Cac hgfp dong lay hogLC tra tien 

H</p dong lay hope tra tien la mgt quy tac de ctf cau 
cac cupc thtftfng Itfpng gida cac cong ty va cac nha cung cap 
cua hg. Vdi logi hdp dong nay, ho$c ban nhan san pham cua 
nha cung cap, ho§c ban tra tien phgt. Doi vdi bat ky san 
pham nao ban lay, ban dong y tra cho nha cung cap theo 
mgt mdc gia nhat djnh, chang hgn 50 USD mgt tan hang. 



ly thuyet tro chai trong kinh doanh 


317 

Tiep do, cho den mgt mere tran ma ban da dong y mua, neu 
byn khong muon lay nufa, byn van se phai tra tien cho nha 
cung cap. DUOng nhien la mufc phyt nay thap hern gia noi 
tren, chAng hyn la 40 USD mgt tan. Nhtf vyy, neu mite Iran 
la 1.000 tan ma ban chi mua 900 tan, ban se tra 50 USD 
cho moi tan trong so 900 tan do va 40 USD cho moi tan 
trong so 100 tan con lyi ma byn khong muon mua. 

Cac hbp dong lay hoyc tra tien thtfdng thSy trong cte 
thoa thuyn mua hang hoa la nguyen vat liyu, diyn, thym chi 
la chuung trinh truyen hinh cap. Cac nha cung cap trong 
nhung nganh nay phai chiu mpt mure chi phi co djnh lem so 
ve ty ly vcfi chi phi bien thien. Trong mgt vai trtemg hgp, 
viyc tru* hang hoa trong kho la hoan toan khong the doi vefi 
nha cung cap. La ngUcfi mua, khi do byn se co quyen hfc 
dang ke de dim gia. De ty* vy, nha cung cap tim den cte hgp 
dong lay hoyc tra tien, di nhien vefi so lugng cang lcfn cang 
tot. Nhimg tat nhien la byn nhyn thay ngay tinh the cua 
rainh neu ky cac htfp dong nay va byn se khong dong y lay 
nhieu hem mte ma ban dy* tinh se can den. Do la lv do vi sao 
cac hgp dong loyi nay thtfcfng co so lugng quy dfnh rat gan 
vefi nhu cau dy' tinh. 

Bang vige dong y vdri hgp dong lay ho£c tra tien, ro 
rang la byn da giup nha cung cap cua minh. Hgp dong nay 
cho phep nha cung cap lyp ke hoych san xuat tot horn. N6 
cung giup cho nha cung cap it bj ton thuefng hem neu ve sau 
byn djnh dung hg lam con tin. De doi lyi vige byn da trao 



cho hg sy" yen tam do, nha cung cap cua byn chac ch&n se 
cho byn htfcrng mu*c gi£ thap hon. 

Tuy nhien, day khong phai la lgi ich duy nhat byn 
nhyn dirge neu giao ket mgt hgp dong lay hoyc tra tien vcfi 
nha cung cap cua byn. Cac hgp dong nay con co the lam 
thay doi eye diyn cugc chtfi. Chung co the tac d$ng vao tinh 
linh dgng cua gia ca trong nganh bang viyc giam beft dgng 
cd doi vcfi doi thu cynh tranh dang tim each theo duoi, loi 
keo cac khach hang cua byn. 

Neu doi thu cynh tranh tim each theo duoi mgt trong 
so cac khach hang cua byn, anh ta se myo hie’m vcfi kha 
nang bi tra dua - do la mgt trong tam chi phi ngam trong 
dau gia. Neu byn da co hgp dong lay hoyc tra tien vcfi nha 
cung cap cua byn, sy* tra dua do gan nhir la dieu ch&c chin. 
De hieu duyc vi sao nhir vyy, hav hinh dung rang byn di£ 
tinh sir dyng 1.000 tan nguyen liyu va co hgp dong lay hoyc 
tra tiSn cho dung khoi lurgng do. Neu doi thu cynh tranh 
danh cip mat mgt khach hang cua byn, bay gief byn se can it 
nguyen ligu hefn ti'r nha cung cap. Gia sir r£ng thay vi 1.000 
tan ban dau, gief day byn chi can co 900 tan. Bcri vi byn van 
phai tra tien cho 100 tan doi ra do, nen chac chSn byn se c 8 
gang tim kiem mgt khach hang khac thay th£ cho moi lam 
an bj m£t. Chi phi bien thien cua byn bay gid la 10 USD - la 
mire chenh lych giufa 50 USD "lay" va 40 USD "tra ti'6n 
phyt". V6i mire chi phi nay, byn kho co the cho phep minh 
bo qua ma khong tim khach hang mdi thay the va di nhien 
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cac khach hang cua doi thu canh tranh cua ban chinh la cho 
ban nham den trtfcrc het. 

Vcri hgp dong lay hoac tra tien, bgn dang tra tru'd c mQt 
phan chi phi dau vao cua bgn. Nhtf vay > ban da chuyen m$t 
phan chi phi bien thien thanh chi phi co dinh. Neu doi thu 
canh tranh loi keo dude mgt khach hang cua ban, tinh kinh 
te chac chan se khien ban cung phai tim each lay l$i khach 
hang cua doi thu canh tranh. Nhu v§y, cac hdp dong lay 
ho$c tra tien se gay ra tac d$ng lam nan long doi phuung. 
Cac doi thu canh tranh khon ngoan se nhgn ra dude kha 
nSng tra dua la rat cao va se khong tim each di trirdc trong 
vige theo duoi khach hang cua ban. 

Cac hdp dong lay hogc tra tien co the giup on dinh thi 
phan trong nganh cua ban. Do se la mgt tin tot lanh cho nha 
cung cap cua ban. Neu ban khong can phai lo nghi ve dau 
tranh de gianh gi$t tutig khach hang, bgn se co nhieu cO hgi 
kiem l<?i nhuan hern. Va m$t khi ban kha hun ve tai chinh thi 
ban cung se it ky keo ve gia ca vdi nha cung cap cua ban hun. 

Can phai canh bao rang v§n luon co kha nang mpt doi 
thu canh tranh nao do hanh dgng mgt each thieu suy nghi 
va co gang gianh thi phan cua ban, ngay ca khi ban da co 
hdp dong lay hoac tra tien. Ban se bi huge phai tra dua lgi, 
va neu cd an mieng tra mieng nhiT vay thi rot eye se la mgt 
cuqc chien tranh gia ca. Cuqc chien nay co the d$c bigt khoc 
Hgt beri vi mgt phan chi phi cua ban da phai tra trtfcfc. Higu 
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vrng lam nan long cua hpp dong l£y ho§c tra tien cung giong 
nhir chirong trinh h^t nhan: Ban hy vpng no se lam n£n 
chuyen, bdi vl neu khong thi chi phi se vo cung lcfn. 


Ho^p ddng ISy hoac tra ti§n 
L<^i 

- Giam rui ro doi v6i nh& cung Ccip cua ban, nha vpy 
bpn co the duvc giam gi£. 

- Giam bot dong co cua doi thu cpnh tranh khi mu6n 
loi keo khach hang cua bpn bai vi vipc tra dua gan nhu se 
la chac chan. 

H91 

- Tang mire dp quyet lipt cua chien tranh gia ca neu 
hipu Crng tarn nan long khong c6 t£c dpng. 


Cac quy tac tren thj trurcrng d^i chung 

Cho den nay, chung ta da xem xet cac quy tic trong 
quan h§ gififa cac doanh nghiep vcri nhau. Khi cac doanh 
nghipp lam vi£c vdi nhau, nhufng ngufti ban va mua khong 
chi thiTcfng lirqmg ve gia ca ma con ve quy tSc choi ntia. 
Ch&ng h^n, ban co the muon co quy t&c MCC nhifng khach 





ly thuy£t tro choi trong kinh doanh 


321 


hang cua ban c6 the con do dy. Bdi vi ban khong co du sdc 
m$nh de d< 7 n phifcfng ap dat quy tac nen vigc quy tac nao dirge 
ap dyng cung se trd thanh de tai trong cac cugc thudng lirgng. 

Thj trudng tieu dung dai chung lai khac. Nbdng ngtfdi 
ban noi chung khong thifcrng ludng. Vi vay, nhdng ngtfdi mua 
cung khong the thirong hrgng. Neu ban la ngudi ban, b?n co 
quyen dcrn phirong d§t ra m 0 t so quy tac cho tro chcfi, Mgt quy 
tac trong so do la ban niem yet gia tren hang hoa ban ban. Neu 
khach hang muon mua san pham cua ban, anh ta phai tra theo 
gia do. Do chinh la quy tac dung trong cac sieu thi, cac tram 
berm ga, cac nha hang, cda hang bach hoa - thyc te la gan nhir 
tat ca cac hoat dgng kinh doanh ban le. 

Quy t&c kinh doanh kieu nay dirge nhi'eu ngudi cho la 
dirong nhien. Nhimg se rat thu vi neu dat cau hoi tai sao nhir 
vgy. Mgt Tan nda, tro chgi quan bai se lam sang to dieu nay. 

Hay hinh dung Adam co den xoo bg bai va chgi dong 
thdi vdi 2.600 sinh vien. Cung tirong ty nhir nhdng phan tich 
trong van bai dau tien cua tro chtfi, ban se noi rang Adam va 
cac sinh vien se chia deu phan thifdng too USD. Khong co gi 
thyc sy thay doi d day ca. 

Nhimg c6 that vay khong? So ngirdi chtfi ldn nhir vav 
hoan toan co kha nang tao ra mgt sy khac bi§t rat ldn. Adam 
co the td choi khong thifttng liryng vdi tdng ca nhan vdi ly do 
hoan toan chinh dang la khong co thdi gian. Thay vao do, 
Adam chi dira ra mdc gia va de cac sinh vien ty lira chgn nhan 
lay ho$c khong. 




So ltftfng 16 n thtfc tc da bien tinh huong ban dau trd 
thanh van bai “toi h$u thu" trong tro chcfi Quan bai. Nhu 
chung ta da thay trong chucfng Ly thuyet tro chcfi, dieu nay d£t 
Adam vao m§t vi the rat manh. Ong ta chi can chQn mure gia. 
Ong ta co the dat gia la 10 USD cho mdi quan bai do va chd 
dqi co sinh vien den chap nhyn mute gia do. Va cac sinh vien se 
lam nhU vyy bdi vi hg biet rang hg khong con ccf hQi de ra gia 
nguqc lgi. 

Neu ban ban hang trcn mpt thi trUbng rat r$ng lcfn thi 
cung giong nhu Adam, ban co the tu 1 choi thucfng luqng. Thay 
vao do ban se tU dyt gia. Lieu con nhtfng quy tac nao ban 
muon ap dat ntfa cf day? 

TrUcfc het, co ve nhu dieu khoan toi hup khach khong 
co y nghia gi tren cac thi trudng tieu dung lcfn nhu vay. Neu 
ban co quyen dat gia thi se khong co van de khach hang tim 
den de doi dupe doi xU d§c bi£t. Tuy nhien, thifc te la van co 
the xem xet ap dung MFC d day. Mac du khach hang khong 
th€ thUcfng lugng nhung hp lai co the ngan ngur khong mua 
ngay. Hg lam nhu vay vi hg khong tin rang ban se gift gia. 
Trong khi do khach hang cang tri hoan lau thi ap life de giam 
gia len ban cang tang. Sy tin ttfdng cua khach hang rang ban 
se ha gia cuoi cung se trd thanh stf thyc, NhUng neu ban cho 
khach hang htfdng dieu khoan MFC thi no se giup ban thoat 
khoi cai bay nay. 
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Ban hang dau nam 

Nam 1990 , hang xe hoi Chrysler da ap dyng m$t quy t&c 
kieu MFC de lam thay doi tro choi ban xe. Cach ma nhtfng 
ngircfi mua xe thirdng choi trong tro choi nay la hQ chef den 
dip cu6i nam mdi di mua xe, cac d^i ly do v$y phai gift mgt 
ltfgTig hang ton kho rat lcfn va sy chef dg'i nay tgo ra ap lyc 
buQc nha san xuat phai h$ gia. 

Chrysler muon thuyet phyc khach hang ring se khong 
co lyi cho h9 neu cho dyi nhir v£y. NhiTng chi ldi noi suong 
thi khong dang tin cyy. Dfeu ma Chrysler da lam, nhtf co the 
thay tren bang quang cao cua hang dircfi day la hura vdi 
nhttng khach hang mua xe vao thang 1 ring neu nhir co h^ 
gia vao djp cuoi nam thi hang se hoan tra l$i so ti'en chenh 
l^ch cho khach hang. 

Sy bao dam cua Chrysler da co hai tac dyng. Khach 
hang bay gio khong con dgng ccf de chd dyi nhuf trirdfc, vi v§y 
hang ton kho cuoi nam da giam han. Cung chinh vi v$y ma 
vige giam gia vao cuoi nam la khong con can thiet. Hon the 
niJa, Chrysler cung khong muon giam gi& de thanh ly so hang 
ton kho con I31, befi vi nhir vgy se con ton kem non do hg se 
phai quay tref l$i de tra tfi§n cho cac khach hang mua xe dau 
nam nhir da hufa. 

Nhfeu cira hang ban le dira ra bao dam gia hang hoa 
khong doi trong vong 30 ho$c 60 ngay. Dgng tac nay cung 
tirong ty nhir cua Chrysler. Cac chinh sach "gia thap moi ngay" 
{every-day-low-price) la mpt quy t£c khac ma nhutig nh& ban 
le thirdng suf dyng de thuyet phyc khach hang khong dyi giam 
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gia va chinh each nay da giup hQ khong bj ap lyfc phai giam gia 
thtfc stf vao m$t luc n&o do. 

Con dieu khoan MCC tren thj trtfcfng ti£u dung dyi 
chung se dutfc sir dyng nhtf the n&o? Ban co the cho kh 4 ch 
hang hudng MCC nhimg ban v&n khong the ep hp phai mua 
hang cua byn. Noi chung rat hiem khi byn co nhutig giao keo 
thirerng xuyen vdi khach hang. Du ban co lam nhtf vyy thi ban 
cung khong the dung no de troi bu§c khach hang cua minh. 
Hay thu* hinh dung ra kha nang mgt ngircri mua xe hcri tfem 
nang ky mQt hyp dong vefi Chrysler de cho phep hang nay co 
quyen iya chQn khdp theo gia ma hang Ford chao. Rat kho xay 
ra. Vi sao ai do lyi phai ky mQt hg'p dong nhir v$y? 

Nhii* vyy la tren thi tnrdng tfyi chung, byn khong h£n la 
co the dyt ra bat ky quy tac nao ban muon. Ban chi co the dita 
ra cac quy t&c lien quan den nhitng gi bgn lam chit khong 
phai khach hang lam. Neu byn khong the c6 MCC, lieu byn co 
the dat dirge cung mQt ket qua neu byn cong bo y dinh cua 
minh se luon khefp gia theo mefc gia tot nhat tren thi truftng 
hay khong? Khong hSn. MQt Idi hura bao dam se khdp theo bat 
ky mdc gia nao cua doi thu cynh tranh khong hoan toan giong 
nhir MCC. Nhttng ngirdi tieu dung khong can phai de cho byn 
lya chQn d day. 

MQt so nha ban le co the su* dyng lofi bao dam ve mufc gia 
tot nhat tu*Ong doi hiyu qua. Hang ban le Anil la John Lewis 
da co khau hiyu "Khong bao gid biet den gia thap hon.” Hang 
nhanh chong giam gia neu biet dirqc cung mQt san pham do d 
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ncfi khac ban gia thap hern va vi the difpc tieng la luon co mite 
gia thap nhat. Ket qua la hp co nipt ccf sd khach hang rat trung 
thanh veri minh. 

Bao dam cho mute gia tot nhat se khong c6 hipu qua 
trong trtfdng hpp hang hoa cua ban la loai d$c chung hoac co 
phong each rieng. Gia sir rang Chrysler co gang dura ra bao 
dam nhtf vay cho loai xe nhan hipu Neon ciia minh. Nhuteg 
chiec xe nao cua Ford, GM, Toyota hay Huyndai la ttfdng ting 
vdi Neon? Neu bao dam dtftfc dira ra thi veri nhan hipu nao 
trong so do? Con neu dira ra mot bao dam khung bao toan b$ 
cac nhan hipu tu^ng dtftfng cua cac hang khac thi Chrysler se 
phai ganh mpt rui ro dang ke. Vi mpt ly do nao do, chang han 
nhu* do ty gia hoi doai dao dong ma gia cua chiec xe dutfc coi la 
ttfcfng dtftfng giam xuong, Chrysler se bj bupc phai giam gia 
theo va vi th£ co the se bi 16 nang. 

Mgt khi ban khong the co MCC va vipc dtfa ra dam bao 
ve mu*c gia tot nh£t noi chung khong phai luon luon la sang 
sud't va thyc te, ban phai lam the nao de gitf dtftfc khach hang 
tren thi trtfcfng tieu dung dai chung? Luon co mpt ltfa chpn de 
khien khach hang cua ban hai long, do la cho hp mite gia thap. 
Co hai van de se ngay lap tite nay sinh d day. Thti nhat, lam 
nhtf vay la ban da ty giam lyi nhuan cua minh. Thur hai, lap 
ra m$t mi?c gia thap la mpt dong thai vtfa tan cong, vera 
phong vp. Gia thap cua ban se loi keo dirqc mpt so khach 
hang cua doi thu canh tranh va khi do doi thu cgnh tranh cua 
ban se bupc phai phan ting lai b&ng each ha gia cua h<? xuong 




nham bao toin c a sd khach hang cua minh. Ban se lai quay 
trd lai cho luc dau, chi co mere gia chung bay gift da thap hem. 

Nhir vay, dieu ban th\rc syr muon lim dirqc \k I 5 y gia re 
vdi khach hang cua minh nhtfng dong thdi khong de d<?a c a sd 
khich hang cua d6i thu canh tranh. N£u ban co the lam nhtf 
vay thi doi thu canh tranh cua ban se khong din phan ting. 
Day qua thtfc la m$t y ttfdng rat la lung. Vdi nhttng quy tic cho 
tnrcrc trong moi quan h£ giufa doanh nghiep va ngirori tieu 
dung, dieu nay nghe chifiig la khong the. Tuy nhien, GM da 
kham phi ra m$t each de thay doi cac quy tic. Chung ta se 
cung nghien cun cau chuyen sau ve chtfcmg trinh the khach 
hang cua GM. 

GM di dau ve gia 

Nhu cau chGfng lai va canh tranh tur cac nha san xuat xe 
hcri nirdc ngoai da khien giai doan dau nhftng nam 1990 trer 
thanh mQt giai doan kho khan doi vdi ba dai gia trong lang xe 
hcri My - General Motors, Ford va Chrysler. Nim 1992, GM ghi 
vao trong so sS tien 16 ca nam 16 n nhit trong ljch sir kinh 
doanh ntfcfc My la khoang 4,5 ty USD. 

Mpt phan trong cac giai phap cua GM doi vefi van de 
tren la tim each san xuat ra cac loai xe tot hem va hieu qua 
hdn, GM by vg>ng ring Cong ty Saturn, m$t dtfn v\ dqc lap do 
chinh hq thanh lap nen tur giufa nhufng nam 1980 de san xuat 
nhttng chiec xe loai nho, se lam chat xuc tac cho nhfing cai 
tien xuyen suot toan tap doan GM. Mqt dau hi$u day htfa h$n 
khac la vao cuoi nam 1992, ban lanh dao GM dijfng dau la 
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John Smale, Giam doc GM va nguyen Chu tjch cua 
Procter&Gamble, da lam mpt dieu tao byo dan den mpt cupc 
cai to ldn trong bp may quan ly cua GM. 

Nhimg vipc xe hoi dtfpc ban nhu 1 the nao van con la 
van de phai ban. De dutfng dau vdi sp chtfng l$i ciia nhu cau 
trong khi cynh tranh gia tang, moi cong ty trong nhom Ba 
ong ldn (Big Three) cua lang xe hoi My deu phai dpa chu 
yeu vao nhQng ldi quang cao hufa hpn tra lai tien, chiet khau 
cao cho dai iy, ban giam gia cuoi nam va cac chircfng trinh 
khuyen mai khac. 

Thang 9 nam 1992, GM da lam thay doi tro choi. Hp lien 
ket vdi Household Bank (Ngan hang Hp gia dinh), mpt to chufc 
chuyen phat hanh cac the tin dying dSng thtfcfng hipu va cung 
nhau phat hanh ra Th6 GM (GM Card) dirdi sp bao trp cua 
MasterCard. Cac chu the n&y se dope t$ng 5% gia trj mua 
hang, so tien nay cd the dope dung de mua hay thue mua bat 
ky mpt chiec xe con hay xe tai nao khac cua GM. Theo c£c quy 
tac cua chircrng trinh nay thi khoan ti£n 5% se dope ap dying 
sau khi khach hang da dam phan xong ve mure gia tot nhJt doi 
vdi chiec xe hp muon mua. Tong so tien nay co the trp nen het 
sure dang ke: han mdc la 500 USD mpt nSm vdi mdc tran 
3.500 USD trong vong 7 nam. 

Dieu nay khong gay dope an tupng doi vdi Robert 
Heller, Chu tjch va Tong Giam doc Visa USA. Tai hpi nghj v£ 
the ngan hang cua Hipp hpi ngan hang My nSm 1992, ong ta 
da noi vui rang ch&ng may choc cac eda bang ban pizza ngoai 
pho se theo chan AT&T va GM de phat h&nh cac the tin dying 
cua minh. Chi trong vong mpt nam, Heller da bi day ra khoi vj 
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tri cua minh va ngufti ta bat dau noi ve kha nang co the tin 
dyng cua McDonald. 

Sy xuat hi^n Ian dau tien cua GM Card diTQc h 6 try bdi 
m$t chycfng trinh tiep th* o at va chdp nhoang bao gom 30 
tri§u thu* gill tryc tiep den cac khdch hang myc tieu, 7 tri$u 
cuqc tiep xuc qua di$n thoyi va mQt chu’cfng trinh quang cdo 
het site ram r§ tren truyen hinh cung nhu tren bao chi. GM da 
chi 120 trieu USD cho toan b$ chuong trinh vyn d$ng ldn nay. 
Mac du so vafi tong chi phi ti?p thj cua GM thi do la con sS nho 
nhimg n6 la chira tifng co tijr trtfdc den nay trong lmh vyc the 
tin dyng. 

Vice giefi thicu GM Card da mang lyi thanh cong chiTa 
tufng thay trong nganh kinh doanh the tin dyng. Chi sau 28 
ngay da co mQt triyu khach hang dSn dang ky the. Ky lyc tnTdc 
do cua AT&T Universal Card la 78 ngay de dyt dtfyc con so 
mQt triyu khach hang. Chi trong vdng chifc day hai thang, GM 
Card da co tren hai triyu khach hang va so dtf tren cac the nay 
dyt den 500 trieu USD. Vao ngay ky ni$m mQt ndm cua GM 
Card, so khach hang da len den 5 triyu vdi tdng so du* tren cac 
the la 3,3 ty USD. Sau hai n&m, hQ da co 9 trigu khdeh hang, 
va cac con so trong chtftfng trinh nay vdn ngdy cang tang cao. 

Trong nam ddu tien cua chircfng trinh, GM da thyc hi§n 
thanh toan giam gia tren 55.000 the. Cho den thdng 2 ndm 
1994 da co tong CQng 123.000 the duyc hirdng thanh toan 
giam gia vdi tong so tien tra di la 40 triyu USD (trung binh 
325 USD tren moi dau xe), Cac dy bao tinh toan rdng cho den 
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khi chtfcrng trinh ket thuc, khoang 25% doanh so xe ban le d 
Bac My se la ban cho nhdng ngudi sd hull the GM Card. 

, Giam gia c6 myc tieu nhtf GM Card rd rang la mgt thanh 
cong ldn, tuy nhien n6 da lam thay doi cugc chert ban xe nhir 
the nao? De thffy dude t£c dgng cua chircfng trinh nay, chung 
ta hay xem xet m$t vl dy vdi cac con so ditc/c lam don gian hoa 
de thay chdcmg trinh n^y da lam thay doi gia ca nher the nao. 
Gia sir r 3 ng ban dau ca GM va Ford deu ban xe cua minh vdi 
gia 20.000 USD. Bdi vi gia la nhir nhau nen thj trtfdng se chia 
doi cho hai logi xe tren cd sd $d ira thich ty nhien cua cac ca 
nhan doi vdi cac nhan hiyu xe. 

Bay gid, gia sir GM muon ha gia cho cac khach hang ruQt 
cua minh 1.000 USD moi xe va tang mdc gia cho nhufng ngirdi 
khac len 1.000 USD. Tyi thdi diem nay, thyc te la GM da djt 
ra hai mtic gi&: 19.000 USD cho khach hang cua minh va 
21.000 USD cho cac khdch hang dang thich xc Ford hdn. Hay 
dufng vao vi tri cua Ford. H9 co the phan dng b&ng each hg gia 
xuong difdi mdc 19.000 USD de danh cdp mgt vai khach hang 
cua GM. Ho£c hg cung co the nang gia len dau do gin vdi mufc 
21.000 USD ma van khong danh mat khach hang cua minh ve 
tay GM. Ford co nhieu kha nang se nhgn thay lya chgn thd hai 
la hap dan hdn. Neu Ford thyc sd lam nhuf vgy, tdc la tang gia 
len gan 21.000 USD thi dieu nay se giup GM co them cho de 
thd. Bay gid thi GM co the tang gia cho khach ngoai len dau do 
khoang gan 23.OOO USD - trong khi mdc gia rong cho khach 
hang co the giam gia cua hg se xap xi 21.000 USD - ma van 
khong sd mat di cac khach hang rugt cua minh. Tgi thdi diem 





nay ca GM va Ford deu da n&m tren cac mure gia cu. Ford co 
the se lai muon tang gia tiep, GM se lai theo chan giong nhir 
tren, va cu’ tiep tpc nhir the mai. 

Chtfdng trinh giam gia da tao ra m$t tinh huong cung 
th&ng vg gia ca gitfa GM va Ford. Qua trinh nay co the di xa 
den dau? Tren thpc te la cung chi den the. Mpt mat la vi tren 
thj tnrbng van con cac nha san xuat xe hcri khac co the khong 
chju tang gia. Den mpt mure nao do, khach hang se chuyen 
sang mua xe cua hp. Trong bat ky tinh huong nao thi Ipi ich 
chu yeii doi vbi GM la Ford va cac nha san xuat xe hoi khac la 
se it co kha nang ai do se khefi xtfcrng mpt cupc chien tranh gia 
ca trong boi canh nhtfvay. 

Chia kh6a cho tinh hipu qua cua chtftfng trinh giam 
gid nay or chd sp giam gia la co myc tieu. No chi co tac dyng 
neu nhumg ngubi dupe quyen nhan giam gia tren cac xe cua 
GM truPc het la cac khach hang trien vpng cua GM va 
khong phai la khach hang trien vpng cua Ford. Do vyy, 
thach thirc thpc tS lbn nhat khi tien hanh chifcmg trinh nay 
la trao quyen hubng giam gia cho cang nhieu khach hang 
tri£n vpng cua ban cang tot ma khong de hp cuoi cung lai 
trb thanh khach hang trien vpng cua doi thu canh tranh. 

GM Card da giai quyet van de nay mpt each xuat sac. De 
dang nhan thay rang de tim tat ca cac khach h£ng trien vpng 
cua minh la rat kho khan, GM da quay ngifpc lai van de. Neu 
nhu* ban kho tim dope khach hang cua minh thi hay de hp t \t 
tim den ban. NhuTig ngOcri s&n long mua GM Card de hupng 
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giam gia chSc ch£n la nhdng ngirdi dang dy djnh mua xe cua 
GM. Nhtfng ngirdi dy djnh mua xe Ford se ft mong muon co 
GM Card hem nhifrig khach hang trung thanh cua GM. Do la 
c£ch m$t chirarng trinh the tin dpng co the giup ban giai quyet 
v£n de ve d?t mpe tieu giam gi£ vao dung cd sd khach hang ty 
nhien cua ban. 

Mo phong l&nh m^nh II 

N£u nhtf GM Card la mpt y tudng tot thi chac chan no se 
bi sao chep. Va qua la dung la nhir v$y. 

Thang 2 nam 1993, chi nam thang sau khi GM Card 
dU(?c tung ra, Ford da hyp lyc cung Citibank, nha phat hanh 
the tin dyng ldn nhat, de chao loai the mang tien Ford- 
Citibank dtfdi ca hai chiec 6 cua MasterCard va Visa. Chtfdng 
trinh nay cho phep cac chu the tich luy tdi 700 USD giam gia 
moi nam vdi mdc cao nhat cho phep la 3.50° USD trong vong 
5 nam. 

Ford-Citibank Card diryc tung ra thi trirdng b&ng vice 
giii thir tryc tiep den 30 tri£u khach hang ddng the hi£n t^i cua 
Citibank cung nhir nhtfng ngirdi dang la chu sd hfru xe Ford. 
Cac tai li§u khuyen mai va dem xin cap the diryc d|t t$i 5.000 
dai ly cua Ford. Chi trong 9 thang dau cua nam 1993* tong so 
tien 4,6 tri§u USD da du*yc chi cho quang cao Ford-Citibank 
Card. Cho den thang 4 nam 1994 cac nha phan tich da dy tinh 
rat khac nhau ve so ngirdi sd hufu Ford-Citibank Card td 1,3 
d£n 5 tri$u ngirdi. Khoang 20.000 ngirdi trong so do da dtfdc 
hudng giam gia ngay trong nam dau tien. 
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GM Card con dirQc sao chep mQt Ian n&a vao thang 6 
nam 1994, khi Volkswagen of America lien ket vdti MBNA 
Corporation, nha phat hanh the danh tieng, de ciing thyt hi£n 
mQt chirang trinh the giam gia (dang noi la Chrysler da khong 
tham gia vao chuy$n nay, it nhat la cho den dau nam 1996). 

LiQu tat ca nhung stf mo phong sao chep ke tren co lam 
anh hudng gi tori chudng trinh cua GM hay khong? Khong 
nhat thiet nhir vay. Neil GM hy vQng su* dyng chirang trinh nay 
de gianh thi phan tor Ford va nhtfng nha san xuat xe hoi khac 
thi vigc mo phong nhir vay ro rang se la mQt tin xau. Vdi 
chirang trinh ciia Ford dtfa ra, cac khach hang trien VQng cua 
Ford se th|m chi con co it ly do hOn trirdc de lay the GM Card. 

Tuy nhien, thyc te la sy mo phong da giup ca GM. Gang 
nhieu chircrng trinh the xuat hi£n thi cac nha san xuat xe hcri 
cang it co xu hirdng giam gia thtfc bcri vi mifc gia thap bay gicr 
da khong con hiyu qua trong vi§c thu hut khach hang ntta. 
Nhutig ngufri da tich luy diTQc m$t so tfen nao do trong the cua 
m$t chirang trinh $e khong muon chuyen sang the khac. Han 
the, neu cac nha san xuat xe hdi tang gia thi hQ cung khong bi 
mat nhieu khach hang nhu* tnrdc, bcri vi cac khach hang cua hQ 
khong muon mat di so tien giam gia ma hQ da tich luy diTQc tuf 
trirdc. Cac nha san xuat xe hcri gift day se co nhieu khach hang 
trung thanh ban. Ve tong the, khi do, giam gia se it hiyu qua 
trong khi tang gia cung khong phai la qua mao hiem. Dieu nay 
khong chi dung doi vdi cac nha san xuat xe hdi co chudng 
trinh tich luy giam gia ma ca cac nha san xuat xe hdi khac 
cung thay vi§c giam gia la khong hiyu qua. Do v$y, d$ng cd 
CQnh tranh bang gia se giam di. Ket qua cuoi cung la: gia on 
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dinh ban trong toan nganh. Tom l$i, day la mot trircfng hop 
khac cua mo phong lanh manh. 

$y mo phong con co m$t hi$u ting tich eye khac: no 
khien cho khach hang dufng han ve phia cac ben. Gang nhieu 
nha san xnat xe hori ap dong chirong trinh tich luy giam gia thi 
ngutii mua cang nen du*ng vao mgt phia. Nhulig ngifdi hinh 
thifcrng khong trung thanh vdri bat ky nhan higu nao se nh£n 
thay rang ho se d vao vj the bat lyi neu du*ng ngoai khong 
tham gia vao cac chifang trinh. Th^m chi ca nhtfng ngudi mua 
von rat nhgy cam vdi gia cung co dgng ccf do ty rang buQC 
minh vdi chi niQt nha san xuat. Va cang co nhieu khach hang 
tham gia vao cac chuttng trinh tich luy giam gia thi hieu ufng 
on djnh gia trong nganh se cang ldn. 

Ch&c chan se con co nhieu ngu'd’i niJa di theo each mo 
phong nay. Sau khi thanh cong d My, ca GM va Ford deu tung 
ra cac chuOng trinh tirong ty d Canada va Anh, dong thdi 
Toyota cung co mgt chirong trinh giong nhu* v£y cho minh a 
Nhat Ban. 

Nhieu ngtrofi thing horn 

Cung vefi tac d$ng lam on dinh gia trong nganh xe hefi, 
chtfcrng trinh GM Card con mang lai nhieu lyi ich khac ntfa. 
Hang thang, GM kgp nhutig tai ligu quang cao tiep thi vao cac 
phieu thanh toan the tin dyng cua Household Bank. Cach nay 
con tot hern la bo bitu dign. Khong giong nhy cac thif quang cao 
tgp nham khac, chiec phong bi nay khong the bj vut di mgt each 
de dang bdi vi ben trong no con co hoa don can thanh toan. Khi 
ngirdi ta md phong bi thi quang cao cua GM se ty bat ra. 
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GM con chia se chi phi cho giam gia vcfi Household cung 
nhu cung nhau lam chuan hoa hoyt dpng kinh doanh the tin 
dyng. Nhtfng nha phat hanh the thuPng tra ti'en de t$ng giai 
thuPng khuyen mai nMm lam cho the cua hp trP nen hap dan 
hon. Chang hyn, First Chicago tra United Airlines khoang mpt 
penny cho m6i dym bay de danh t$ng khong cho khach hang 
cua minh, nhihig nguPi chu sP hiTu the tin dyng. Cung theo 
nguyen t&c nhUvyy, Household da tra h$ cho GM khoang 20% 
chi phi cho giam gia, bat ke quyen giam gia co dupe sir dyng 
den hay khong. 

Dieu gi tot cho GM thi cung tot cho Household. Ket 
qua cua cupc vyn dyng tiep thi o yt va chPp nhoang cua GM 
la tren 8 triyu khach hang mPi su* dyng the cua Household 
da day ngan hang nky len vi tri thtf 5 tfr vj tri thu* 10 trade do 
trong so cac nha phat hanh the tin dyng. Co hyi dupe giam 
gia tren nhihig chiec xe cua GM da lam t&ng thu nhyp tP phi* 
cua the GM Card hang nam len 5.200 USD, gap hai Ian ruPi 
mile trung binh tren toan quoc. Tren 70% cac khoan phai 
thu dupe luan chuyen tren cac the cua GM, so vpi mtife trung 
binh cua toan nganh la 66%. Ty ly thay doi khach h&ng co 
GM Card va ty ly tra mupn la thap hefn so vPi mure trung 
binh trong nganh. So khach hang doi the giam bPi vi can 
phai co thdi gian d£ tich luy sS ti£n dupe giam gia, trong 
thcri gian do khach hang thuPng khong muon doi di ch 5 
khac. Dong thpi ty 1 $ np keo dai cung giam vi so tien giam 
gi& tich luy tren the se khong dupe sir dyng neu nhu khach 
hang chym thanh toan. 
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Ticp do la cac tac dpng doi vcri mufc gia trong chinh 
nganh kinh doanh the tin dpng. Bay giP, cac ngan hang nhir 
Household, Citibank va MBNA da deu co nhieu khach hang 
trung thanh hcfn, se co it nha phat hanh the khac co dpng co 
c^nh tranh ve gia hem. Ket qua la mure gia se 6n dinh hon 
trong ca nganh kinh doanh the tin dpng lan nganh kinh 
doanh xe hoi. 

Neu nhif nhttng nha phat hanh the va cac nha san xuat 
xe hefi la nhumg nguPi thang cuqc thi phai chang nhihig nguPi 
mua xe la nhumg ngtfPi thua cuqc? Khong nhat thiet nhir vay. 
M§c du hp se phai chju mure gia cao hdn nhutig do chtfa phai 
la toan bp bufc tranh. Chung ta hay cung quay lpi van de ma 
cac nha san xuat xe hoi phai doi m$t vao dau nhumg nam 
1990. Khi mpt nha san xuat xe hoi thiet ke ra mpt logi xe inch, 
de chi tien cho vipc dieu chinh l^i day chuyen lap rap va quang 
cao rpng rai tren toan quoc, hp se phai tra traPc mpt khoan chi 
phi co dinh (chi phi chim) rat lPn. Neu de hp roi vao gitfa 
nhfrng nha san xuat xe hdi khac vPi nhimg chiec xe tOOng tp, 
gia tOdng tp va lai con thu*a mpt it nang l\rc san xuat thi do se 
la mpt van de lPn. Gia se dope day xuong mufc cua chi phi bien 
thien va nha san xuat cua chung ta se khong co each nao thu 
hoi l^i dufpc von dau tit da bo ra cua minh. Chinh c^nh tranh 
da lam chim luon cac chi phi nay. Van de noi tren anh huPng 
den ca nguPi tieu dung lan nha san xuat. Neu nhtf nha san 
xuat khong the kiem ra Ipi nhugtn hom nay, hp se khong muon 
dau tir va nguPi tieu dung ngay mai cung khong co hy vpng co 
dupe nhumg logi xe re hon va tot hon. Tom l?i 14 v<§ lau dai, gia 
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cao se dan den ket eye cung thang doi vdi ca cac nha san xuat 
xe htfi lan cac khach hang cua hp. 


Bai hpc rut ra tOr nhirtig chiec the. Dau la cac tac dpng 
mau chot trong chtftfng trinh GM Card va nhutig ngirdi b£t 
chucfc theo no? So phan cua cac nha san xuat xe htfi phy 
thuQC vao rat nhieu yeu to: tinh tryng chung cua n'en kinh tc, 
ty gia hoi doai, vipc gicri thipu them cac mau xe mdi, kha 
nang cua hp trong vipc dtf bao nhu cau va con nhieu yeu to 
khac nu'a. Do vay, rat kho tach rieng tac dpng cua chtfOng 
trinh the tin dung vdi cac tac dpng khac dong thefi. Tuy 
lihien, co ve nhu cac chirong trinh nay it nhat da giup cac nha 
san xuat xe hoi tang gia hang each bo bdt cac chtfung trinh 
khuyen mai giam gia truyen thong khac. Typ chi Business 
Week da noi ve dicu nay nhu sau: "Gan nhu tat ca cac nha 
san xuat xe hoi, dac bipt la Ba ong lcfn trong nude da tefag 
phai giam gia cho khach hang rat nhieu trong giai doyn suy 
thoai vu*a qua - hipn nay da dupe bu dap lyi dang ke bcTi vi hp 
da thoi khong phai chao khach hang nhutig phan thtfdng 
b&ng tien mat va trp cap thue mua nu'a. 1 ' 


Vao thcri diem 31 thang 1 nam 1995, GM thong bao ring 
cac hoat dpng chinh cua hp tren thi truftng xe hoi Bic My 
(KAO) da Ian dau tien co lai ke tur nam 1989. Business Week 
da giai thich: ,f NAO da mynh len bc/i biet chuyen so xe neu ban 
chi co lpi nhu an thap thanh cac dpi xe cho thue va bing each 
giam beft cac chuong trinh khuyen mai cua minh." 


Cau chuypn ve chuong trinh GM Card da cho chung ta 
mpt bai hpc quan trpng ve dmh gia va loyi quy tkc ma byn 
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muon co de kiem soat dirgfc gia. Ngufti ta van throng nghi 
r^ng chien liT^c tot nhat la ban gia cao cho cac khach hang 
ruQt cua minh trong khi lgi ban gia thap hem cho khach hang 
cua doi thu cflnh tranh. Sau hot, do la bcfi vi trong khi cac 
khach hang rugt cua ban s&n sang tra ticn, con cac khach hang 
cua doi thu canh tranh can phai difpc loi keo bdi cac mute gia 
thap hem. Ligu chien lirgre nay co the so sanh vdi cac ket qua 
mang lgu tfirGM Card nhirthe nao? 

Trirdc het va tren het, the cua GM se hap dan nhurng 
ngu'di dang co ke hoach mua xe cua GM. Nhurng ngu*di mua 
xc Ford ti'em nang se it muon co dirge the cua GM. Dieu gi 
se xay ra khi GM bo bdt di m§t so chutefng trinh khuyen mai 
kbac cua minh do bu vao chi phi tra cho khoan giam gia 
tren the tin dyng? Cau tra ldi la gia thtfc te cua xe GM - trir 
di tat ca cac khoan da dirge giam gia tif GM Card - se cao 
hefn doi vbi nhutig khach hang trung thanh vdi Ford so vdi 
nhurng khach hang tiem nang cua GM. Ket qua la GM dat gia 
cho xe cua minh cao hem cho cac khach hang cua doi thu 
canh tranh so vdi cho khach hang ciia chinh minh. Dieu 
nay ngirgc lai so v6i nhffng gi ngirdfi ta van nghi ve mgt 
chien lirge tot nhat. 

Tuy nhien, GM da lam dung! Bang each tang gia doi 
vori nhimg ngirdi mua xe trien vgng cua Ford, GM da cho 
Ford mQt khoang each de co the tang gia - va dieu nay giup 
cho GM co ccr hpi cung co mite gia, sau do lai cho Ford co 
them cho de tang gia them nfta va cur tiep tuc nhtfvay. Day 
chinh la tinh huong cung thSng ma chung ta da noi den. Hay 
so sanh veri nhtfng gi se xay ra neu ban ha gia cho khach 
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hang cua doi thu cynh tranh de loi keo hp ve vdi byn: Byn 
buQC doi thu cynh tranh cua byn phai phan dng lyi b&ng 
each glam gia, dieu nay, den Iirpt no, se dyt byn vao mQt tinh 
the nguy hiem co the danh mat khach hang cua minh ve tay 
doi thu cynh tranh, do vyy phan ting cua byn la by gia cho 
cac khach hang cua minh. Rot eye, byn se d the yeu hOn 
nhieu so vdi luc ban dau. 

Nguyen tac ccf ban d day la: Hay doi xti vdi cac khach 
hang nipt cua byn tot hOn khach hang cua doi thu cynh tranh. 
Cac cong ty co ve nhir deu hieu dieu nay trong mpt so tinh 
huong cy the. Chang hyn, nhting n6 ltfc cua hy nham cai thipn 
san pham thudng la de cung co mQt quan hp vdi cac khach 
hang hipn tyi chti khong phai de loi k6o khach hang cua ai 
khac. Tuy nhien, khi do la van de ve gia thi cac cong ty thudng 
quen mat dieu nay. Hq tim each theo duoi khach hang cua doi 
thu cynh tranh bang mtic gia thap trong khi dang le can phai 
typ trung vao phyc vy cac khach hang hiyn tyi cua minh mQt 
each tot nhat. 

De ngan ch$n chien tranh gid ca, bgn muon ban gia 
thap hefn cho cac khach hang cua bgn ua chdo mi?c gid cao 
hefn cho khach hang cua doi thu cgnh tranh . Cac chuong 
trinh danh cho khach bay thtfdng xuyen da lam dtfpc chinh 
dieu nay. Gia cua mQt chuyen bay tti New York den Chicago 
tren may bay cua hang American Airlines la nhu nhau doi 
vdi tat ca cac khach hang - bat ke hp co phai la thanh vien 
cua AAdvantage hay khong. Tuy nhien, gia trj cua chuyen 
bay doi vdi cac thanh vien cua AAdvantage lyi ldn hon so 
vdi nhting ngudi ngoai bdi vi no mang hQ lyi gan hon vdi 
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chiec ve mien phi di Hawaii. Nhir v£y, b£ng vigc cung cap 
cho khach hang cua minh mgt gia trj Idn hOn vcri cung mgt 
mure gia, Hang American tren thi/c te ta da ban re htfn cho 
khach hang cua minh chuyen bay NewYork - Chicago. Ai la 
ngtreri phai ch\u mtife gia thi/c te cao hern? Trong so nhftng 
ngtfcfi nay co tat ca cac khach hang trung thanh cua United 
Airlines, bdi vi nhtfng ngirdri nay khong danh gia cao cac 
dam bay tren may bay cua American bang cac khach hang 
cua American. Dieu nay co nghia la United da co cho de co 
the tang gia ma khong lam mat khach hang, dan den 
American cung co the tang gia theo va lgi giup United co 
them cho de tang gia, cur tiep t\ic nhir the mai. American va 
United Airlines nhir vgy cung dirge hirdng th&ng lqi ve gia, 
giong nhir GM va Ford. 

Ro rang d day co mgt moi lien quan gitfa cac chircfng 
trinh tich luy giam gia nhu*GM Card va cac chu*crng trinh danh 
cho ngircri trung thanh nhir AAdvantage da dirge thao lugn 
trong chirong tnrdc. Do la dieu ngircri ta chcr tfgi. Ca hai 
chuWng trinh nay deu la nhtfng quy t&c - chu yeu la nhutig giao 
keo don phuferng vofi kh^ch hang htoa bao dam cho hg mgt si/ 
giam gia. Hon th£, each cac chtfcrng trinh nay tac dgng vao 
dien bien gia ca trong nganh la nhir nhau. Chi co mgt khac bigt 
dang ke a day. Mgt chutfng trinh danh cho ngufri trung thanh 
nhir AAdvantage trao thirdng cho khach h&ng bang hign v$t 
chur khong b&ng tien va nhd v$y da lam cho chiec banh to len. 
Ngirgc Igi, GM Card trao thirdng bang tien m$t va do vgy no 
khong lam tang gia trj gia tang cua GM. Trong khi n6i chung 
tot hem ca la trao phan thirefng bang hign vgt thi nhir chung ta 
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thay veri cau chuypn cua GM Card, trao thirofng ti'en mat cung 
van hoan toan co the tot nhit vay. 

Khong co ly do nao de nhtfng dnanh nghicp khac 
khong theo chan GM va thay doi quy tac tro chm hang each 
cung bat dau cac chircrng trinh giam gia tren the tin dyng 
cua chinh minh. Apple Computer da co chutfng trinh giam 
gia do cung vdi s\f hpp tac cua Citibank. Cac chtfcfng trinh lo?i 
nay dac bipt thich hpp doi veri cac doanh nghipp ban nhtfng 
hang hoa tri gia lorn va khong thiftfng xuyen dupe mua. Se la 
khong kha thi doi veri cac doanh nghi£p nav neu hp muon t$ng 
thifcmg cho khach hang bang hien v§t. Cac ngan hang khong 
the cho vay ti’en mua bat dpng san mien phi, nhtfng ho co the 
giam gia ph'an nao trong lai suat. Ttftfng ttf, cac nha moi gitfi 
bat dpng san cung khong the t^ng khong ngoi nha nhimg hp 
co the giam gia mQt phan trong mtfc phi hoa hong tra cho hp. 
Thtfc te la bat ky ai ban nhtfng hang hoa gia trj ldn cung deu 
nen nghi den mpt chtfOng trinh tich luy giam gia nao do cho 
rieng minh. 

Co mQt diem cudi cung, kha trer treu trong cau chuy^n 
cua GM. Hoa ra la GM da lam dung do m$t nguyen nhan sai. 
Trong mpt cuqc phong van, Hank Weed, Giam doc dfeu hanh 
chtfcrng trinh GM Card, da giai thich r 5 ng chiec the dtfpc thiet 
ke thtfc ra la nham giup GM gianh thi ph'an thong qua cupc 
"chinh phyc" nhtfng ngtfcfi mua tiem nang cua Ford va cac 
hfmg khac. Chung toi tin rimg tac dong cua cupc chinh phyc la 
rat khiem ton, do la noi mot each lac quan nhat. GM Card luon 
luon hap dan nhat doi vtfi chinh cac khach hang mot cua GM 
va hau nhtf khong hap dan ty nao doi veri cac khach hang tiem 
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nang cua Ford. Dieu nay con thay ro hem khi Ford cung tung 
ra chutfng trinh the cua minh. Tai thdi diem nay cac khach 
hang ti'em nang cua Ford th\fc to la chang co ly do gi de lay the 
GM Card. Han the' rura, lam sao GM lg.i co the nghl rang 
chifang trinh cua hp se khong bj mo phong theo? Tom lai tac 
dpng th\fc te cua GM Card da hoan toan khac so vdi da tinh: 
No cai thi£n sir dao dpng gia ca trong nganh xe hefi. Trong 
trirdng hpp nay, co the gQi day la mpt thanh cong "ngir<7c”‘. 


Chu’O’ng trinh tich liiy giam gia 

1. Cho phep bgn ban gia thap cho khach hang cua minh m£ 
khong de doa den co so khach hang cua doi thu c^nh tranh. 

2. Khuyen khich khach hang - ngay ca nhOng nguoi chi 
thich mua gia re - tro nen trung thanh hem vai minh. 

3. Tao ra su 3 phoi ket hpp vo*i cac doi tac the tin dyng. 

Hai 

1. BSng each trao phan thuong blng tien mpt thay vi hien 
vpt cho long trung thanh, ban da khong tang dupe gi£ tri 
gia tang cua minh. 

2. Chuong trinh nay khbng hi§u qua vdi c£c san phSm tri gia nho. 


1. Nguyen van: thanh cong bo chgy. 
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Cac quy djnh cua Chinh phu 

Chinh phu co quven dyt ra rat nhieu quy tac cho tro 
chcfi. Chinh phu dtfa ra cac luyt thue, luyt ban quyen, luyt v§ 
mure ltfcfng toi thieu va rat nhieu loyi luyt khac. Cac luyt nay 
dieu tiet cac giao djch gitfa tat ca nhtrng ngirdi chcfi trong toan 
bq ncn kinh te. 

Ngoai nhtfng quy djnh tryc tiep, chinh phu con dtfa ra 
nhftng quy dinh ve viyc nhufng ngtfcfi chcfi co the duyc dya ra 
nhung quy tac gi. Byn co the ggi do la nhufng sieu quy tac trong 
tro choi. Do chinh la mgt vai tro cua luyt chong d$c quyen, 
trong do co quy dinh loyi hyp dong nao la hyp phap va loyi 
nao khong. Nhir chung toi biet thi chifa co mgt hyp dong nao 
ma chung ta da thao luyn cf day gay ra moi lo ngyi ve dye 
quyen. Nhifng luyt co the thay doi va cac each dien giai cua 
Iu§t thi rat khac nhau, do vay chung toi khuyen cac byn nen tir 
van vefi cac luyt sif de hieu ro hefn loyi hyp dong nao duyc 
phep giao ket va loyi hop dong nao thi khong. 

MFC chinh la mQt thyc te da phai trai qua syf can nh£c 
ky ltfdng cua luyt chong d qc quyen. Nam 1979 * Uy ban 
Thirong myi lien bang (FTC) da thach thufc vi|c Ethyl 
Corporation va Du Pont sit dung MFC de ban nhtfng chat phy 
gia cho vao xang co pha chi. Cao bupc cf day la viye sd dyng 
MFC co the duyc g<?i la myt hanh vi tyo dieu ki$n, hanh vi 
nay co the lam giam dang ke cynh tranh va vi phym dieu 5 
trong Luat cua FTC. 
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Trong vdng xet xd dau tien, Uy ban da tuyen phyt bat 
l(?i cho Ethyl va Du Pont. Day la mgt quyet djnh mau thuan 
va ngay ca Chu tjch FTC James C. Miller III cung khong 
dong tinh vdi quyet djnh cua Uy ban. Ong da phat bieu: "Co 
nhdng thyt tiln dien ra la do chinh khach hang doi hoi... 
Thy*c tidn dang bj ket an... da lam giam chi phi tim kiem cho 
khach hang va tyo di'eu kiyn de hg co kha nang tim diryc 
mure gia tot nhat trong so nhurng nha lgc dau... Vi ly do do 
toi khong dong tinh". 

Vy vige dayc chuyen len Toa an lien bang d New York 
de phuc tham va quyet djnh difa ra vao nam 1984 da lyt 
ngiTyc lyi quyet djnh cua FTC. Ca sd cua quyet djnh phuc 
tham la viyc sd dyng MFC da bat dau td khi Ethyl la nha san 
xuat duy nhat cac chat phy gia cho dyng ca xe. Bdi vi khi do 
khong he co cynh tranh nen MFC ro rang da dirqc sd dyng 
khong vi myc tieu giam bdt cynh tranh gida cac nha san xuat. 

Chung ta da thay cac cong dyng khac cua MFC trong 
chutfng trade. Bdi vi MFC lam nghi&ig can can l\rc ltfdng td 
phia ngirdi mua sang phia ngddi ban, no da giup Ethyl co the 
trd nen cufng r£n han khi thuang lagng vdi khach hang. Dieu 
nay dung khi Ethyl dang nam dQC quyen va van dung ngay ca 
khi da xuat hign cac doi thu cynh tranh trong nganh san xuat 
chat phy gia cho dgng ca xe. Td quan diem cua ngudi mua, 
MFC rat co gia trj bdi vi no bao dam cho ngddi mua khong bj 
rai vao vi the bat lyi so vdi cac doi thu cynh tranh cua minh. 
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Thgm chi khi co nhdng ly do khac de sir dgng MFC thi 
phan quyet cua FTC van d vao the yen. Mgt mgt, neu khach 
hang cua bgn co MFC, bgn se it co kha nang muon theo duoi 
khach hang cua doi thu cgnh tranh bang gia thap. Mgt khi 
ban da kbong the khdp theo mdc gia thap dude mgt each co 
lira chgn thi cang co kha nang ban khong bao gid khdp gia 
theo bat ky mute gia nao noi chung. Tren phtfdng dign nay, 
canh tranh co the gia tang. Tac dgng rong la kho xac dinh. 
Khi chung toi vict cuon sach nay thi so phan cua MFC vSn 
tiep tgc dga tren quyet dinh cua toa an tdvy Ethyl-Du Pont. 

Vigc sir dgng MCC dan gian giong nhir mgt phan trong 
hdp dong gida ngirdi mua va ngirdi ban, mgt bg ph$n cua 
cugc thiTOng lirang da phaang dign. Trong khi MFC vdi mgt 
ngirdi mua co the anh hirdng den mufc gia ma ngirdi mua 
khac phai tra, MCC vdi mgt ngirdi mua chi anh hudng den 
mdc gia ma chinh ngirdi do tra. Hay so sanh MCC vdi mgt 
quyen chgn tai chinh [financial option). Vdi mgt quyen chgn 
tren thi trudng chdng khoan, cac nha dau tir tra tien ngay 
hom nay de co dirge quyen mua mgt thd gi do do vdi mdc gia 
co djnh ngay mai. Mgt MCC la mgt quyen chgn cho phep 
ngirdi ban co quyen ban mgt hang hoa nao do trong ttfang lai 
bang each khdp theo (dap dng) mdc gia tot nhat khi do. 
Quyen chgn nay, cung giong nhir quyen chgn tren thi tnrdng 
chdng khoan, mang den gia trj trge tiep va se con co gia trj 
ban nda neu rot ege no lam tang mdc gia trong tirang lai. Tat 
nhien la nSm dirge tac dgng nay, ngirdi mua dong y vdi MCC 



Ly thuyet tro cho-i trong kinh doanh 


345 


se doi dtftfc hutmg mtfc gia thap hdn horn nay de dip l?i 
vigc cho phep ngtfcri ban dirge htfcrng quyen chqn. 

Mpt bi$n minh ntfa cho vi£c stf dtfng MCC ttf phia lu$t 
phap. Dao lu|t Robinson-Patman cam cac cong ty khong 
dtftfc phan bigt doi xir ve gia. Theo luat nay, cac cong ty se 
phai ban cac san pham cua minh vofi mflfc gia nhtf nhau cho 
tat ca cac khach hang kinh doanh. Tuy nhien, d day co mot 
ngoai le quan trgng. Leri bign hq ttf dong trtfcfc cao buQc ve 
phan biqt doi xti gia se la ban ha gii de phan hoi lgi mgt lcri 
chio gia canh tranh: 11 Khong co gi noi den d day co the can 
trer ngtfdi ban bac bo lofi cao bugc ban dau bing each cho 
thay mere gia thap hem cua minh... trong m$t hy vQng thiqn 
y chi la de nhim kh6p vefi mtfc gia thap htfn cua ddi thu 
c^nh tranh..." MCC nhtf v$y la mpt each dS bao vq ban than 
trtfdc ldi cao bugc ve phan biqt doi xtf gia. 

Nhtf chung toi biet thi chtfa co mQt thach thtfc chong 
dQc quyen nko ddi veri cac hqrp dong lay ho?c tra tien cung 
nhtf cac chtfcfng trinh tich luy giam gia. Trong trtfcfng htfp 
cua htfp dong lay ho£c tra tien , Itfi ich kinh te trtfc tiep doi 
veri nha cung cap - giup l^p ke hoach hiqu qua htfn va tranh 
tSn kho - thtfdng la nhufng biqn giai manh nhat cho viqc ap 
dtfng quy tic nay. Trong trtfdng hqp cua chtfcrng trinh tich 
luy giam gia thi Igi ich kinh te tn/c tiep d£n nhtfng ngtfdi 
ban chinh la vice ckc nha phat hanh the edng chia se chi phi 
- vi$c gtfi thtf chung cho khach hang giup giam bdt chi phi 




ti£p c$n khach hang. Dieu nay mgt lan ntta da giai thich cho 
sy“ hgp ly khi ap dung quy tSc nay. 

Cac dieu khoan lugt chong dgc quyen d My co the coi 
nhi t mgt me cung phut tgp. Cach ma lu$t dugc ap dyng lyi 
thudng tach rdi vori logic an chcfa sau cac luyt do. FTC hoflt 
dgng tir mpt mo hinh trifu tugng co le chi phu hgp vdi cai 
thcfi da xa cua cac nganh cong nghigp ong khoi. No co xu 
htfcfng thich thufc cac thgc ti§n cho phep cac cong ty co the 
duy tri ben vufng mure gia cao hon tren mure chi phi bien 
thien ma ngUcfi ta vim hay ggi la do hanh vi hay th\fc tien 
tyo dieu kign. Quan di£m nay co ve nhu da khong nhyn thay 
tinh kinh te mcri trong nen kinh te tri thufe. 

Dirge pham, phan mem may tinh, dgng co phan lye va 
nhieu san pham dtfa chii y£u tren tri thurc khac la hoin toin 
khong phu hgp vdi mo hinh kinh t£ truyen thong. M$t digm 
chung cua cac linh vyc kinh doanh nay li chi phi nghien cull 
phat trien (R&D) ban dau rat ldn neu so sanh m$t each 
tirong quan vefi chi phi bien thien khi san xuat ra san pham. 
Neu cac cong ty khong dugc phep nang gia cua minh cao 
hon mifc chi phi bien thien thi hg se khong co each nao lay 
lgi dirge khoan dau tur bo ra ban diu. Cac quy tic chinh 1 & 
chien luge ma cac cong ty co the ap dyng de giup cho hg 
duy tri mure gia cao hon tren mut chi phi bien thien va nhef 
do co the thu hoi lgi von d'§u tu 1 bo ra. Chung toi khong cam 
thay thuy£t phyc r&ng luyt chong dgc quyen cua My hign 
nay co tinh den va danh gia dung ve trien vgng nay. 
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Thay Aoi cac quy t&c 

Cung nhir nhom ngudi chcfi va gia trj gia tang cua nhtfng 
ngudi do la nhtfng thanh to quan trong trong tro chtfi, cac quy 
tic cung khong he kem ph'an d do. Nhtfng ca tam quan trong 
cua cac quy tic lin cac co hgi de thay d6i chung thudng bi 
danh gia thap hdn thtfc te. 

Ngudi ta hay suy nghi mgt each ngay thd rang "quy tic 
luon phai la quy tic". Hg coi nhutig quy tic diidng nhtf la bat 
di bat dich va khong mang mQt y nghia nao ding sau do. Herb 
Cohen, mQt chuyen gia thtfdng liTQng va tac gia cudn sach Bqtx 
co the thit(fng htcfng tat ca mgi thit , da ke cau chuypn ve vige 
ong dang le phai xep hang dai trade ban thanh toin cua khach 
san ngay trude gid tra phong la l gid chiSu. Thay vl dting vao 
xep hang cung mQi ngtfdi, Cohen da gpi dipn vi thudng ltfQng 
difqc de co the tra phong vao luc 2 gid chiSu. Sau do, ong da di 
ra ngoai va khoan khoai thtfdng thde m$t tach ca phe. Khi ong 
quay lai> hang ngudi da bien mat. Cohen rtit ra ket lu$n: ditng 
tu 6 n theo quy t&c mQt each mu quang. 


Ban co th& thay doi cic quy lie 

Nhirng hay nhd rang: Nhfrng ngudi kh£c cung c6 
thi thay d6i quy tic, dirng bao gid cho ring c^c quy t£c 
cua ben se chiem ifu the. 
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Ttf do thay doi cac quy tac cung giong nhu* con dao hai lufri. 

Dung mu quang di theo cac quy tac cua ngtfcfi khac; 
nhutig cung dumg tinh toan ring nhftng ngifcfi khac se di theo 
cac quy tic cua ban m$t each mu quang. Neu byn co the thay 
doi cac quy tic hoyc dira ra nhttng quy tic mcri thi nhutig 
ngtfcfi khac cung co the lam nhtf vay. 

Day la myt ly do tot de khong day quy tac di qua xa. 
Ching hyn, neu byn nghl ring viyc byn co dfeu khoan ve 
quyen kh6p gia cynh tranh se cho byn dtftfc phep tiep tyc 
tang gii vefi cac khach hang cua minh thi hay nght iyi, Neu 
doi thu cynh tranh nhay vao vefi mere gia thap hon thi khach 
hang cua byn se b\ rang bupc befi hyp dong va cho phep byn 
co ccf hpi lya chpn khefp gia. Nhirng neu gia cua byn qua cao 
va doi thu cynh tranh cua byn co the giam gia dang ke thi 
khach hang cua byn chic se rat khong vui. Anh ta se nhyn ra 
ring anh ta phai tra them qua nhieu. Tyi thefi diem do, khach 
hang cua byn co the quyet dinh khong tuan theo quy tic d$t 
ra ntfa. Anh ta co the chuyen sang lam vdi ngtfcfi khac ma 
khong cho byn cO h§i khdp gia hoyc anh ta cho byn cd h§i do 
nhimg roi lyi vin bo sang ndi khac. Byn se lam gi khi do? Byn 
co the ki§n khach hang cua minh, nhimg noi chung do la mpt 
y ttfcfng rat khong hay va di nhien do se khong phai la mpt 
tieng tSm t6't khi ngtfcfi ta phat hiyn ra ly do da din byn dffn 
tinh tryng phai khieu kiyn nhtf vyy. 
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Mpt ly do nufa la quy tac cua ban co the se quay ngtfpc 
va phan tac dung, khien cho bgn mat mpt v\ the tot hoac mQt 
ke khac se gianh dtfpc v\ the tot hon. Trubc khi Nintendo vao 
cupc, quy tac trong tro chdi kinh doanh do chdi d day la cac 
nha ban le d$t hang vao thang l va thang 2, nhan hang vao 
mua he va chef den cuoi nam, thang 12 mcri thanh toan. 
Nintendo da thay doi quy tac nay. Hp yeu cau nhirng nha ban 
le dgt hang, nhan hang va tra tien ngay sau do. Nintendo eo 
kha nang viet lai quy tac bcfi vi nhur chung ta da thay trong 
chudng Gia trj gia tang , hp co gan nhu* toan bp gia tri gia 
tang trong tro chdi. 

Nam 1994, Maurice Shaatchi bi sa thai khoi vi tri Chu 
tjch Cong ty Saatchi&Saatchi, mpt d?i ly quang cao ma ong la 
ngubi dong sang l|p cung vcri ngtfcri anh em cua minh. Phan 
timg cua Saatchi ngay khi do la thanh lyp mpt dai ly rieng cua 
minh lay ten la M&C Saatchi. Ong mang theo mpt so ngirdi 
than tin tu 1 Saatchi&Saatchi, nhttng ngtfcfi nay dang lam vipc 
chinh vdi khach hang la British Airways. British Airways phai 
lira chpn xem hp muon tiep tyc gan bo vdi cong ty T 
Saatchi&Saatchi cu, da du*pc doi ten thanh Cordiant, hay 
theo Saatchi den vdi cong ty mdi cua ong. 

Cordiant nhyn thay hp dang phai doi myt vdi mpt doi 
thu cynh tranh nidi, va con tp hdn, hp mat di mpt so nhan 
vien tot nhat cho doi thu cynh tranh do. Tuy nhien, Cordiant 
co mpt quy tac giup cho hp co ve nhcf co dtfpc mpt s\f bao hp. 
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Bdi vi nhufng ngtfcri ma Saatchi mang theo phai chju myt dieu 
khoan ve phi cynh tranh trong hyp dong lao dyng cua minh, 
hy khong duyc phep lam gi de mang British Airways di khoi 
danh sach khach hang cua Cordiant. 

Do vay, khi Saatchi lam viyc vcri British Airways, ong 
da khong the sddyng nhuTig ngirdi cu. Khi do, Saatchi da den 
noi vdi British Airways ring de phyc vy cho hang nay myt 
each tot nhat, ong can nhtfng ngirdi do cung lam. Ong de xuat 
de British Airways quay lyi noi vcri Cordiant va gay ap lyc 
khien hy phai vo hiyu hoa dieu khoan phi cynh tranh. 

Cordiant bi dyt vao the khong the thang. Noi "khong" 
se co the lam British Airways khong hai long. Can nhd rang 
British Airways da tdtig la khach hang rat 16 n cua Cordiant. 
TiX choi yeu cau cua khach hang se khong phai la phtftfng 
each tot de gift lyi moi lam an, nhifng dong y se khien cho 
cong ty Saatchi mcri trer thanh djeh thii dang germ htfn nira. 
Ca hai each deu co the de dang lam mat khach hang syp 
British Airways. 

Trong tro chcri nay, British Airways da co quyen lyre 
thyt $y. Saatchi da dung quyen lyc nay lam don bay va da 
thanh cong trong viyc thay doi quy tac chcri. Ong ta da co 
nhftng cyng sy duyc ty do lam viyc vcri British Airways. Di 
nhien la bang each do, ong ta da gianh duyc luon khach 
hang nay. 
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Th£m chi khi quy tac co ve nhir dtfqc l£p ra mgt each 
rat vtfng ch&c thi b^n van nen nhd rang luon luon co the 
thirong lirqng l$i. Neu b^n khong the gianh quyen kiem so&t 
quy tac thi se la rat m$o hiem neu ban difa ca chien ltfqc cua 
minh vao do. 

Tren thiTOng trufdng, ngifdi co quyen life thifc sy* se \k 
ngufri dtfa ra quy tac. Mqt b$ tit quy gan nhu* khong the danh 
bai trong tro chdi poker. Tuy nhien, nhir ngixdi ta van noi, 
chang co gi tren defi nay la khong the danh bai (Nguyen van 
cau thanh ngu 1 co phtftfng Tay: M$t Smith & Wesson se danh 
b^i ca tufquy). 





CHtTONGVII 
CHlfe'N THUAT 


Cam nhQn nghia la th\Xc te, 

- Giam mgc Berkeley 

Cac tro chcfi trong kinh doanh luon dirge chai nhtf 
trong m$t man stftfng, co the khong phai la strong mu chi£n 
tranh cua Von Clausewitz, nhiTng du sao cung la mgt s\T map 
mcr thyc s\r. £>6 la ly do vi sao cam nh£n l^i la yeu to ca ban 
trong moi tro chai. 

Chinh nhifrtg cam nh$n ve the gidi, bat ke co chinh 
xac hay khong, da din dat hanh vi. Mike Mam, nha ttf v£n 
quan ly cua McKinsey da ke lai mgt trirdng hc?p chan dgng 
nhtf sau: ”MQt cupc chien ve gia trong nganh san xuat san 
pham di£n da b&t dau khi mgt ter t$p chi thirong m^i nganh 
da nham lan va tang tong doanh so tren thi trirdng len 15%. 
Ca bon ngirdi chai hang dau deu nghl rang hg da de mat thj 
phan va da quyet djnh nhanh chong giam gia de lay lai cai ma 
hg thy*c sir khong he mat," 
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Vipc che ngp va djnh hinh cac cam nhgn cua doi thu 
cgnh tranh la mQt ph'an then chot trong chien itfpc kinh 
doanh. Chang h^n, nam 1994, ter bko New York Post cua 
Rupert Murdoch da ngan chyn dupe mpt cupc chien gia ca vdi 
doi thu cynh tranh la Daily News mot each thong minh bang 
\i£c tyo ra cam nhyn rang chinh hp dang dy* djnh phat dpng 
cuqc chien do. Ngay sau day chung ta se biet vi sao nhtf vyy. 

Doi khi chinh la khach hang hope nha cung cap, chcr 
khong phai doi thu cynh tranh can phai dupe thuyet phyc. 
Federal Express co the lain gi de thuyet phyc mQt each tuyyt 
doi, dSy thipn chi ve djeh vy ding tin cyy cua ho? Lam the 
nao mQt dng vien xin vipc co the thuyet phyc dupe ngudi 
chu tiem nang rSng ong ta se khong nham neu cho anh ta 
mot ca hpi? Lam the nao mot tac gia co the thuyet phyc mpt 
nha xuat ban sach rang anh ta dang viet mpt cuon sach hay 
va anh ta se hoan thanh no dung thdi hyn? Hcfn the ntfa, <p 
can thiet phai thuyet phyc luon den tit ca hai phia. Lam the 
nao ngudi chu thue lao dpng co the thuyet phyc ngudi xin 
vipc r&ng anh ta se dupe dao tyo chu dao va dupe truyen 
kinh nghipm? Lam the nao nha xuat ban co the thuyet phyc 
tac gia cuon sach rang hp se dau tu de tiep thj cuon sach cua 
anh ta? Day se la nhurng cau hoi ma chung toi dp djnh se tra 
leri trong chuong nay. 

Cam nhyn dong vai tro trung tam trong thutfng 
lUpng. NgUdi mua va ngudi ban thudng co nhihig cai nhin 
khac nhau ve chiec banh; nhfrng ngudi ban thudng co 
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thuyet phyc rang cai hg chao ban la c6 gia tri trong khi 
nhufng ngircri mua thtrcfng hay hoai nghi. Co the do la nhttng 
danh gia trung thgc, nhtfng cung co the chi la cdc manh 
khoe thtfcmg lirgng. Lam the nao de ngu*cfi mua vA ngttcfi 
ban cung di den dirge mgt dong thu^n? Hq can phai noi 
nhftng gi vefi nhau? Hg khong nen noi nhtfng gi vtfi nhau? 
Ligu hg co nen thtf giai quyet nhtfng khac bigt ve cam nhyn 
trutfc khi co gang dat dirge thoa thugn hay khong? Chung 
toi cung se tra lcri ca cac cau hoi nay va ggi y cho cac ban 
nhtfng each thirong lirgng mtfi. 

Linh vtfc cua cam nhan la vo t$n. Tat ca mgi thur deu 
co the la doi ttfgng de cam nh£n, ngay ca chinh cac cam 
nh$n cung vyy. De phan anh dirge mure dp rgng ltfn cua chu 
de nay, chiTOng sach cua chung ta se diTa ra mgt so vi dy lay 
tu: mgt vai linh vtfc khac nhau trong cugc sbng: kinh doanh, 
ca nhan va cac van de hang ngay. 

Thay doi cam nhijtn cua mgi ngutfi va ban se lam thay 
d 5 i ca trd chtfi. Bjnh hinh cho cam nh£n la linh vtfc cua chien 
thu|t (y day chung toi noi den "chien thu£t” theo nghia la cac 
hanh dgng ma nhitng ngtf&i chcfi thitc hien de tao hmh cho 
cam nhgn cua nhitng ngit&i ch&i khac . Mgt sS chien thugt 
nham xoa tan man stftfng mu trong thtftfng lirgng, nhtfng 
chien thuyt khac lyi nhAm duy tri no va cung co nhtfng chien 
thuat khac ntfa de khuay dao va tao ra mgt ltfp strong mu mod. 
Chung ta se xem xet ca ba kha nang do. 
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Lam tan sittfng mu 

Mot so ngtfdi noi rang do \k rtfng r§m, s 5 khac goi do 
la vtfdn bach thu. Du d dau thi chung ta cung co the hoc 
diryc mot vai manh khoe tti cac con thu. Do la ly do chung 
toi bat dau tir the gidi dyng vyt trifdc khi chuyen sang the 
gidi kinh doanh. 

Chiec duoi cua cong 

M$t trong nhufag cau do cua qua trinh tien hoa la vi sao 
d mqt so loai chim, nhvt chim thien dirdng hay chim cong, 
nhutig con dye thirdng co chiec duoi het sdc rye rd. Neu nhtf 
de song sot can phai co myt than hinh nho gon thi viyc co myt 
chiec duoi ldn nhir vyy se la rat bat lyi. Thoyt nhin thi nhutig 
chiec duoi qua la toi ny: Chung nyng ne, de vudng vao cac byi 
cay va thu hut sy chu y cua nhdng ke san moi. Tuy nhien, 
Charles Darwin da co ldi giai thich cho sy pho tnrong nay. 
Tien si Richard Dawkins cua trtfbng Tong hyp Oxford, mot 
nha dong vat hoc va tac gia cua cuon sach Loai gen ich ky, da 
nhSc l^i ldi giai thich cua Darwin nhtf sau: 

Nhtfng con cai deu tuan theo myt quy tac dtfn gian: nhin 
mot liryt tat ca cac con dye, sau do di theo con dye co chiec 
duoi to nhat. Con cai nao khong theo quy t&c do se b\ trdng 
phyt, m yc du chiec du6i ddi c6 the lam vudng viu cho con dye 
sd hdu no. Do la bdi vi neu con cai nao khong sinh ra dtfyc 
nhufng con dye con du6i d 4 i thi no se co raft it ccf hyi de ra 
diryc nhufng con cong dye con co sdc loi cuon doi vdi cac con 
cai khac. Giong nhir myt thd mot thdi trang cua phy nu*, hay 



ChifVi thuat 


356 


mau thiet ke xe hori ciia My, xu hudng duoi dai hern dang cat 
canh va ngay cang t$o dugc da cho minh. 

Nhir vay, khi dyng den chiec duoi cong thi cai dyp hoan 
toan khong phai d trong mdt cua ngudi sd huru no. Cai dyp d 
day dude mQt con cong cai cam nh§n trong mat cac con cong 
cai khac. Sy hap dan la m§t cam nh£n ve sy ty hoan thiyn. 
Neu tat ca nhiifng con cong cai khac deu cho rang duoi dai la 
hap dSn thi bat ky con cong cai nao cung khong the co sy lya 
ch<?n khac ngoai viyc di theo myt con cong dye duoi dai. B&ng 
each nay, nhifrig chu cong dye con cua no se trd nen hap dan 
doi vdi cac con cai cung the h§ cua chung. Cam nh§n la tat ca. 

Ban chat ldi giai thich ciia Darwin chiec duoi cong 
la coi do nhuf myt thd mot, mQt khi da Mt dau thi ty no se 
nuoi duftng chinh no phat trien len. Darwin cho rang chiec 
duoi cua cong dye trong pho triTOng nhtf v£y chi la tinh cd. 
Tuy nhien, nha dpng v§t hgc Amotz Zahavi cua trudng tong 
hgp Tel Aviv thi giai thich ve chiec duoi dai theo mgt each 
khac: Chung chumg to sure m^nh mQt each thuyet phyc horn. 
M$t con cong dye duoi dai noi vdi con cai rang no la con 
dye thich hyp nhat. Dawkins da mo ta each giai thich cua 
Zahavi nhu* sau: 

[Zahavi] cho r&ng nhufng chiec duoi chim Thien dtfdng 
va chim cong... binh thirdng trong co ve la nghich ly bdi chung 
lam nhdng con chim mang no cam thay virdng viu, thyc ra 
du*gc danh gia cao chinh bdi vi chung la nhufng trd ngai. M§t 
con dye vdi chiec duoi dai va cong kenh se cho con cai thay 
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rSng no la con chim khoe den noi van con co the song sot dirpc 
ngay ca khi phai mang chiec duoi n$ng ne nhtfvjy. 

Mpt con cong khoe mgnh co the cho phep no chju rui ro 
khi chiec duoi dai co the gay s\t chu y cua nhumg ke san nidi. 
No cung chutig to minh co kha nang spc sao kiem dupe nhieu 
thut an hcfn de co them chat nuoi ca chiec duoi to ciia minh. 

Chiec duoi cong la si/ the hipn de phan bipt cac con 
cong khoe manh vcfi cac con cong khpnh kh^ng, vcf vjt khac. 
Bang each chutig to ro rang r&ng minh co nhieu tfu diem, cong 
dtfc duoi dai da thanh cong trong vipc thu hut cac co cong cai. 

Cuqc sat h$ch long tin 

Tirong tvr vdi chiec duoi cong, trong kinh doanh chinh la 
nhtfng sp the hipn ton kem dupe dpng nen chi nh&m gay anh 
hirdng den cac cam nh$n ve ban la ai hay ban djnh lam dieu gi. 
Rupert Murdoch, chu ter New York Post , la ngvfcfi biet each 
lam dieu nay gioi hcfn tat ca nhutig ngirefi khac. 

Con ho gi§fy 

Vao miia he nam 1994, New York Post cua Murdoch 
thCr nghipm vipc giam gia bao chi con 25 cent va da lam dieu 
nay cr dao Staten (Staten Island). De phan hoi lai d$ng thai 
nay, doi thu canh tranh cua to 1 bao la Daily News l$i tang 
gia len tuf 40 den 50 cent. Day la dieu rat dang chu y trong 
boi canh khi do. Nhtf tef New York Times da binh lu$n, 
dtfdfng nhtf: Daily News dang thach thurc Post giam gia tren 
toan New York. 
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Da co nhieu dieu xay ra hcfn la nhCmg gi New York 
Times nh|n thay. Trade khi gia giam xuong con 25 cent, Post 
da tOrng tang gia cua minh len 50 cent. News da lyi dyng ccf 
hpi nay de gift nguyen mire gia 40 cent. Ket qua la Post bj mat 
mpt so khach hang d§t bao va cung vcri do la ca doanh thu td 
quang cao nua. Trong khi Post danh gia tinh hinh khi do la 
khong on thi News chang thay co van de gi, it nhat la ho to ra 
nhtf vyy. M$t man sutmg mu rat ti£n lyi. News ro rang da nghi 
rang Post se gift nguyen mufc chenh lech 10 cent - va se khong 
co y djnh phan ting l^i vtii hanh vi co hpi cua News. 

Post can phai lam mgt cuqc bieu dtfcmg l\rc luryng, de 
cho News thay r&ng ho co du tai l\rc de lam nen mpt cuqc 
chiS'n ve gia neu can thiet. DI nhien cuqc trinh dien thuyet 
phyc nhat chinh la bSt dau mot cuqc chien ve gia thyc sy, tuy 
nhien dieu do se gan nhu* la ti§u di£t chinh minh. Myc dich ti 
day chi la thuyet phyc News ma khong phai ton kem chi phi 
nhiT cho m$t cugc chien tranh thyc.. V£y thi Post da lam gi? 

Ho da bieu dirong lyc ltiyng b&ng each giam gia xuong 
chi con 25 cent d dao Staten. Doanh so cua Post t&ng vgt va 
News nhyn thay r&ng cac khach hang cua ho s 5 n sang chuyen 
sang tti Post de tiet kiem 15 cent. Ro rang la se co nhting hgu 
qua rat khung khiep do len dau News neu nhif Post md rgng 
phgm vi giam gia cua ho ra toanNew York City 

Ngirtii ta cung th&y ro r&ng Post thyc sy dang quy?t tam 
lam chinh dieu nay. Hien nhien la Post co du nguon lyc de 
dira ra m$t cu aon nho b&ng viyc giam gia ti dao Staten. Tuy 
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nhien, cupc trinh di£n d Staten con cho thay nhieu hern the 
nda. Luon luon co mpt rui ro r&ng vipc giam gia, ngay ca khi 
chi trong mpt ph^m vi h$n che cung co the vo tinh cham ngoi 
cho mQt lo$t cac vy an mieng tra mieng va dan den mpt cupc 
chien thpc sd d khap noi. Cupc trinh dien cua Post tren dao 
Staten cho thay hp da san sang va co kha nang ganh chju rui 
ro do. Post da chdi trd "ben mipng ho chien tranh". Hq da 
s&n sang tat ca cho tr£n chien. 

Neu nhtf co mpt chut nghi ngd nao con lyi ve sd quyet 
tam cua Post, News chi can nhin ve London, noi mpt kjch 
ban giong nhir v$y da dien ra gida td Times cua Murdoch va 
Daily Telegraph cua Conrad Black. Thang 9 nam 1993, td 
Times da giam gia td 45 cent xuong con 30 cent, buQC 
Telegraph phai giam gia theo. Lpi nhu§n cua Telegraph do 
v|y da tyt han xuong. 

Dpng thai cua Post d dao Staten khong phai la nipt $d 
Ida bjp. Man stfong mu d New York da tan di va News da 
nhin ra anh sang. Do la ly do vi sao hp tang gia td 40 cent 
len 50 cent. 

Chi co New York Times la con nam trong sirong mu. 
Murdoch khong he muon giam gia ciia minh xuong 25 cent. 
Ong ta khong bao gid trong dpi rang News se gid nguyen mdc 
gia 40 cent mpt khi ong ta giam gia td bao cua minh xuong 
mdc 25 cent d tat ca mpi noi. Thd nghipm d dao Staten chi 
don thuan la mpt chign thuat dirpc thiet ke de khien cho News 
phai tang gia. Vdi mdc gia ngang bang, Post se khong con bj 
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mat khach hang dat bao nifa va ca hai td bao se cung co lai 
nhieu htfn so vdi mure gia 25 cent hay th£m chi la 40 cent. Post 
da danh cu dau tien bang vigc tang gia len 50 cent va khi thay 
News to ra them muon nhimg chita di theo ngay thi Murdoch 
da ven man strong mu cho News thay van de. Khi News tang 
gia, hQ khong he thach thirc Post. Hp da cuti chinh ban than 
minh va Murdoch khoi mpt cupc chien tranh ve gia. 

Bai hpc tuf cau chuygn nay la long tin khong phai la 
khong mat tien ma co. Ban can phai bo tien vao dung cho can 
thiet Murdoch da bo tien ra de khien cho dao Staten trd 
thanh noi bat va do v$y da mao hiem vdi tien cua minh nhiSu 
hcfn vdi s\T nguy hiem ve si/leo thang gia ca luon rinh rap. 6ng 
ta da cho thay ong ta chi muon lam kinh doanh ma thoi. 

Cung mpt logic nhir v§y co the ap dpng khi b^n muon 
thuyet phpc cac khach hang va nha cung cap r&ng ban la ngutii 
dung nhu* bgn noi. Chien thu$t la si/ trinh dien nhtfng gi ma 
nhufng ke mgo danh lufa dao khong the, ho§c se khong chpn de 
bat chirdc. Do la ly do vi sao $1/ trinh dien do mang mpt y 
nghia nao day va cung la ly do no co the lam thay doi cam 
nhpn cua mpi ngirdi. 

Chiec long chim tren mu b«jn 

Nhufng ngircri sir dong lao dpng va nhimg nguoi lam thue 
tfem tang cung giong nhtf cong di/c va cong cai khi thi/c hipn 
nhufng le nghi trong buoi ho hen. Le nghi cf day bao gom ban 
tom t&t ly lich, cac cupc phong van, cac cupc dipn tho^i qua l<ii, 
thir gicfi thipu va nhieu thii khac. Ngtfdi di thue muon do 
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ltrdng kha n&ng cua tiittg ngtfori xin vigc. Trong khi nhtfng 
ngtfdi xin vigc muon thuyet phyc ngtftt di thue ve cac kha 
nang cua minh. 

Neu ban la m$t ufng cir vien cho cho lam do, cac b&ng 
cap chimg nhan qua d&o tao se la chi&c long chim dgp tren mu 
ban. Ban hgc dirge rat nhieu a trtfcfng pho thong va dai hgc, 
dieu do lam cho ban chinh la ngufri phu hgp vdi cong vigc nay. 
Do la mgt each nhin. Nhimg d day con co mgt each nhin hoai 
nghi hern ve dao tao: TSt ca nhtfng bSng cap ban co khong h&n 
co cung gia tri v6i kien thtjrc giong nhir chiec long chim tren 
mu c6 ciing gi£ tri vcri nhtfng chi£c dudi edng. 

Cac chimg chi d&o tao giup cho ngufri di thue nhanh 
chong danh gia dirge xem ban la ngirdi hiSu biet den mure nao. 
Tuy nhien, chira hUn ban la ngtfcri hieu biet vi ban dirge d&o 
tao. Cai ban hgc d trtfdng la c&i mang lai it nhat cho kha n 5 ng 
cua ban. Quan trgng hem la cam nhan mgt thtfc t£ r&ng hgc 
dugc dai hgc khdng phai la chuygn dS. Ban phai n£m vung rat 
nhieu mon khoa hgc trihi tugng. Vigc ban qua dirge tnrdng dai 
hgc mcri chinh 1& stf trinh di£n ve sere manh tri tug chur khong 
ph&i chinh cac kien thufc ban dirge day. 

Quan diem ve dao tao noi tren la cua Michael Spence, 
hi£n 1 & Higu trifling tnrdng Kinh doanh Stanford. Ban co the 
nghi r&ng day la mgt tnrdng rat kho. Th\rc ra ban se thffy 
khong phai vay neu ban dgc Nhitng bi?c dnh chyp nhanh fix' 
dia ng\tc la dau dS cua cuon sach do cir nhan Stanford la Peter 
Robinson viet ve nhuftig kinh nghigm cua anh ta trong nSm 
dau tien theo hgc quan tr| kinh doanh 6 do. 
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Stanford hdn the con la mpt trtfcrng lay hQC phi rat dit. 
Hpc phi hang nam o’ day la tren 20.000 USD va do con chita 
tmh den chi phi cc 1 hpi la tien ludng bj mat do phai bo lam khi 
theo hpc. Chinh chi phi cao cua tntcrng da gvri cho nhtilng 
ngifcri thue lao dpng tiem nang mpt tin hipu thuy£t phyc. 
Nhi'eu ngitdi noi rang hp rat gin bo vdi spf nghipp vi vipc hQ di 
hpc d tntdng kinh doanh chinh la mpt each de chutig minh 
dieu do. Do la mpt si/ dau tit chi nen lam khi b$n da c6 ke 
hoych thu hoi lai von dau tir do ve sau. 

Bo thefi gian va tien b^c ra de theo hpc lay chtag chi li 
mpt each de gift tin hipu cho nhfirng ngtfbi di thu& lao dpng 
tfem nang. Lo$i hpp dong ve thu lao ban san sang chap thu|n 
l?i la mpt each khac de lam dieu do. Cuoi moi cupc phong van, 
d€ tuyen nhan vien ngan hang dau tit, ngitefi ta thitdng hoi ufng 
vien xem hp mudn co mure lirong bao dam la bao nhieu va hp 
co muon tien thurdng can eft tren ket qua lam vipc cy the hay 
khong. Mpt ftng vien chpn mftc litcrng ctf ban cao thay vi tf€n 
thuftng dfta tren ket qua cong vipc la da giti mpt tin hipu khdng 
tich eye. Kha nhat thi d6 la mpt ngufti khong thich rui ro; tp 
nhat, do la pgitcri khong tin vao kha nang cua chinh minh. 
Tren quan diem cua mpt ngan hang dau tit thi ca hai kha ning 
d§u kho chap nh£n. 

Cac ufng vien lya chpn mure lttcfng cd ban thap eftng vefi 
trign vpng nh£n cac khoan tien thifdng rat cao cho thay anh ta 
sin long danh cupc ban than minh. Anh ta dira ra mpt tin hipu 
cho thay ring anh ta rat ty tin vao kha nang cua minh de lim 
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lgi cho ngan hang va qua do lam lgi cho chinh ban than minh. 
Do chinh la dieu ma ngirdi sir dung lao dgng muon nghe thay. 

C6 m$t ly do khac de ngdn hdng ddu ta mudn nh|n ijfng 
vien Iga chQn thu lao chu y£u d\fa theo ket qua cong vige hdn. 
N6 giup giam di rui ro tdi chinh trong vige thue nhan vien, bat 
ke kha nang cua hg nha the nao. Neu nhu ngirdi nhan vien do 
kh6ng 1dm dirge vige nha ngifefi ta trong dgi thi cong ty chi 
phai tra lutrng ccf ban cho anh ta. Nhung neu nha anh ta l$i 
kiem dirge mgt khoan tien thirdng ldn thi sao? Gang tot. Dieu 
nay chi xay ra khi anh ta kiem dage rat nhieu tien cho cong ty 
va khoan tien thiTdng ldn chinh la mgt each rat tot <E khen 
nggi va gift lgi nhutig ngadi 1dm vige hang hai. 

Chung toi khong thay ngirgng ngung khi ap dung chinh 
ly thuyet cua minh vao vige di tim nha xuat ban cho cuon sach 
nay. Chung toi co nen chu trgng vao khoan tien ting trade 
khong? Hay chung toi nen co gang thirang lagng mgt ty lg ti?n 
nhugn but hao phong hem? Tfen dug trade cho tac gia la thu 
lao dirge bao dam cho vige viet sach, trong khi nhugn but cung 
giffng nha tien thadng d\fa tren ket qua cong vige. Thong 
thadng, mdc nhugn but tren thi tnTfrng da dage co djnh d mdc 
15% doanh thu, con cac tac gia sach va nha xuat ban chi 
thaefng lugng vdi nhau vS so tien ting trade ma thoi. 

Chung toi nghi rdng rat co the? se la mgt y tadng hay neu 
1 dm khde di d6i chut. Chung toi co the bo qua so tien ting trade 
vd thay vdo dd thtfcrng lagng mgt ty lg nhugn but cao han binh 
thadng. Dieu nay se la tin higu doi vdi nha xuat ban rdng 
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chung toi rat ty tin vcfi trien vpng cua cuon sach. Dieu n^y 
cung giup chung toi kiem duyc nhieu tien hem ve tong th€. 
Bang vipc chap nh|n riii ro nhi'€u hefn, chung toi se nh$n duyc 
it hem neu that b^i nhirng se duyc nhieu hem n?u thanh cong. 

Tuy nhien, c6n co m§t can nhSc khac ntfa. Cung quan 
trQng nhu* khi truyen ty tin va l^ic quan cua chung toi cho nhk 
xuat ban, chung toi muon co duyc m$t sy cam ket tuf phia hQ. 
Chung t6i cSn phai biet nha xuat ban san sang len ke ho^ch an 
hanh va quang b& cuon sach cua chung toi den mure nao. 

M$t thoa thu£n chi bao gom nhu$n but da lo^i bo kha 
nhi£u nii ro, nhat la riii ro doanh so thap cho nha xuat ban. 
M$t nha xuat ban dong y vcfi kieu hyp dong nhy se khong noi 
gi v§ mire dQ cam ket cua Kq doi vcfi cuffn sach. Ngtfyc lgi, neu 
nha xuat ban dong y tra trirefe m$t s <5 tiSn 1 cm thi hQ dang 
chftng to ring hQ rat tin ttfcfng vao thanh c6ng cua cuon sach. 
Va khi hQ thyc sy bit tay vao ban sach thi sy ty tin cua hQ se 
trd thinh hipn thyc. 

Khoan tien u*ng trtfcrc khong chi lam thay ddi sy tin 
tirdng cua nha xuat ban, no con lam thay doi ca d$ng ccf cua 
hQ ntfa. N£u nha xuat ban tra nhuan but 30% nhimg khong 
ting tnfdc thi d<?ng ccf tiep thi cuon sach se loang di. Ngay ca 
mure nhugm but 15% cung lam giam d$ng c a cua nha xuat 
ban. Tuy nhien, neu hQ ting trtfcfc, hQ se diryc hircfng toan b£ 
doanh thu sau khi da bu dip het khoan tien tra trtfcfc do. Vdi 
each niy, nha xuat ban se thyc sy co d$ng c a de dau tu“ vao 
vi$c tiep thi sach. 
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Con co mQt ly do khac cho thay khoan tien ting trutic ltin 
se co lyi cho tac gia. Neu nhir giao ket chi co tien nhuyn but thi 
nha bien t£p mua l^i no se hau nhu khong c$n de tam den si/ 
tin nhi£m ca nhan trong cong vi£c nay. Khi nhd bien t§ip phai 
tra mQt so ti'dn ltin de mua lai cuon sach, nbAbien tap se co lyi 
khi nh£ xuat ban xuc tien vi£c ban sach mQt each nhi£t tinh. 
Nhif v£y, cuon s&ch se co nhieu kha nang thanh cong hern va 
nha bien tap cung khong con ly do de lo lang ve vi£c ho da 
dung hay sai khi quyet djnh nhan ve cuon sach. MQt khoan 
tien ting trticrc lefn chinh la cam k£t doi vtii tac gia rang cuon 
sach se khong that bai chi beri vi nha xuat ban khong no lyc veri 
no. Do la ly do ma chung toi, cac tac gia, cuoi cung da quydt 
djnh chu trQng vao tien ting tnrtic khi dam phan. 

Nhting can nh&c tirong ty cung phat sinh trong khi 
thtftfng luyng ve mtic luong gitia ngtfcfi tuyen dyng va ngticri di 
xin vice. MQt khi ting vien dong y veri thu lao dya tren ket qua 
cong vi£c, anh ta co the cho thay r&ng anh ta s§n sang danh 
cuqc chinh minh, tuy nhien khi do ngifcfi tuyen dung l$i khong 
phai mgto hiem chut nao. Neu ngiTQc lgti, ngutii tuySi dyng 
thud nhan vien veri mtic lircfng ccf ban cao khong can dieu 
ki$n thi khi do ngufri tuyen dung da thyc sy cho thay cam ket 
ciia minh. Hcfn ntia, neu ngticri tuyen dyng con chtia ch&c ch&n 
veri nhyn djnh cua minh nhti v£y thi ngtitii do se co d§ng co des 
xem nhan vien anh ta tuyen dyng lam vi|c ra sao. Bcri vi tMnh 
cong hay that b?i cua ngtitii duyc tuyen raft co thd se anh 
hitting ngiryc trti lyi den uy tin cua ngtitii tuyen dyng nen 
ngtitii nay se co gdng giup cho nhdn vidn mtii co duyc kinh 



Chien thuat 


366 


nghi§m cac ctf hoi lam vise, th|m chi giup anh ta dugc 
thang tien. Khi do ngiroti tuy€n dong se trd thanh thien than 
ho m£nh cho ngUdi mdi v&o. 

Thong diep cua tat ca nhftng lap lu$n nay 1 & khi danh 
cugc chinh minh, b?n cung dong thcrl cho thay stf tyf tin cua 
minh. Do v£y neu thtfc stf ban c6 thS lam nen chuygn thi hay 
d&nh cugc. 

Federal Express can danh cuyc 

Federal Express (FedEx) rat it khi m§c sai Tam, Hq 
chuyen cac buu pham dung nhu ldi hufa cua minh ve M M$t the 
gicfi dung hen." Chinh x&c hcfn, Hq hau nhu luon dung h^n 
(nhtfng di nhien cung co luc sai h?n). 

Trong nhufng trtfcfng hQp hiem hoi khi FedEx khong the 
chuyen bun ki?n dung hen nhu da htjfa, hQ tra I91 tiSn cho 
kh6ch hang. Nhung khi b$n xem xet ly do de ngudi ta gift buu 
ki§n qua FedEx thi vigc chi tra lai tien phi thoi chua co gi Ik 
bao dam. ThUcfng thi chi phi cua buu kign khong dang \k bao 
so vdi h£u qua mang lgi neu him kign do khong den ho§c den 
muon. FedEx se dUa ra dtfgc mot bao dam thtfc stf neu ho sSn 
sang tra vai tram do la cho khach hang bat ke khi nko ho 
chuyen goi h&ng mugn. 

Gan nhu* bao gicr FedEx cung dung h^n n£n chi phi cho 
vigc dUa ra mgt bao dam hao phong nhu vgy la kha nho, Chi 
phi thtfc syr doi vdi FedEx se la khi hg khong dua ra dugc bao 
d&m nhu v§y. Bdi vi khi do hg se bj mat di m$t ctf hgi de 



Ly thuyet tro chai trong kinh doanh 


367 

chting to stf uu vigt vorgi trpi trong djch vy cua minh so vcfi 
djch vy Express Mail cua buu dign. 

Hay cung thtf m$t vai phep tinh s 6 hpc mang tinh ggi y. 
Gia sii Express Mail giao bun pham dung h$n trong 99% 
tru'dng hyp, trong khi ty 1 ? nay ciia FedEx la 99,9%. Theo each 
so sanh nay thi sy khac bi$t trong ket qua co ve khong lefn, it 
ho*n 1%. Tuy nhien, neu quay ngtfyc vffn de va xem xet ty lg 
giao bun pham khong dung hyn thi 99% giao bun pham dung 
hyn co nghia la 1% giao mugn, trong khi 99,9% giao dung hyn 
c6 nghia la chi co 0,1% giao mugn. FedEx nhtf vyy tranh dirge 
sai sot nhieu hon gap 10 Ian so vefi Express Mail. 

Neu FedEx cam ket tra cho khach hang 200 USD m6i 
khi hy giao bun pham mugn thi dieu nay co nghia 1£ hg phai 
chju them trung binh 20 cent cho m6i goi bun pham du*gc 
chuyen (bang 200 USD nhan vert 0,1%). Neu bun di§n cung 
dufa ra mgt dam bao hoan ti?n nhtf vyy thi chi phi cua hg se 
gffp 10 lan FedEx, hay 2 USD cho moi bu*u pham. 

Hi§n tyi, FedEx dang Iffy phi cao hoto biru dign cho djch 
vy chuyen bun pham ban dem 1 & 13 USD so vdi 10,75 USD la 
phi cua bun dign. Neu nhu FedEx dtfa ra bao dam trj gia 200 
USD, bun dign se khong the cho phep minh cung lam nhif vyy. 
Chi phi 2 USD them cho m6i bun pham la kho chffp nhffn. Neu 
hg tim each chuyen bdt phan chi phi them nay sang cac khach 
hang khac thi dieu nay se lam mat di lgi the ve gi£ la lgi the 
thyfc tff duy nhat ma bnn dign dang co. 
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Vdy mure bao dam bao nhieu se la vda? FedEx co n&n 
ddng d mure 200 USD hay khong? Co ctf sd de lo ng$i rdng neu 
mtic bao dam nay qua cao thi m$t so ngtfdi c6 the tim edeh Ida 
dao de lay tien bao dam thay vi nhyn buu pham cua minh. Vd 
cung khong phai la khong the hinh dung duft/c neu ede ldi xe 
cua FedEx se phai chju nhieu rui ro b; tan cong htfn. Do v$y, 
FedEx can phai du'a ra mute bao dam du ldn dS thu hut si/ chu 
£ vd cho thay no l\rc chan thanh cua minh khi boi thudng cho 
khach hang bi thi$t vi dich vy chgm, nhutig khong dtfqc qud 
ldn de mpt so ngtfdi se trd nen thi/c si/ mong muon cac buy 
pham cua FedEx khong bao gid dSn. 

Neu b$n chao m$t dich vy h$ng nhat, b^n cting n$n chdo 
ca myt sy bao dam h$ng nhat kem theo. D6 la chi£n thu$t d£ 
chung to si/ noi tr$i cua b^n vdi khach hang m$t each dang tin 
c|y. Bdi vi ngodi vi§c ede d6i thu c$nh tranh cung cdp cac dich 
vy kem chat lir</ng hem se kh6 c6 thS theo dutfc b^n trong vi§c 
difa ra si/ dam bao nhur v$y, chien thudt nay se con giup b$n 
dtfng hdn ra ben ngodi c$nh tranh. Cung nhir vyy, neu b$n 
khong dtfa ra dift/c m$t si/ dam bao thi b?n se mat ctf h$i not 
vdi khach hang dich vy cua b^n t 5 t den mdc nao. 

Vice du'a ra nhdng dam bao nhir \%y con mang lgii 
nhdng l</i Ich khde nda. Bao dam Id m$t edeh hi£u qua de 1 6 
chdc cua ban co them quyet tarn trong vi|c cung cap cac dich 
vy chdt luqng cao. M$t khi da dtfa ra ldi dam bao, ban se 
phai 1 dm tot htfn ho$c ban se phai tra tien. Cac chtftfng trinh 
bao dam nhir vay con giup canh bao ban khi nao va d dau h$ 
thong rua ban co the bj do vcir. Hau het cac khdeh hdng khi 
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khong hai long, thay vi mat thdi gian de ke le vdi ban ly do 
cua svr khong hai long do, h0 se noi xau ve ban vcri ban be cua 
ho, hoac don gian la bo di. Vice bao dam boi thifdng khi djch 
vy khong dap ting diryc yeu c 5 u cua khach hang se t?o dyng 
CO cho ho den va noi cho ban biet khi co chuygn, DiSu nky co 
nghia la ban co cO hoi sura 16 i ngay khi n6 di§n ra va ban se 
hoc dude each lam tot hon cho fan sau. Ban cung c6 CO hpi de 
noi lbi xin loi v6i khach hang va cho ho thay ban that long 
being each den bu cho ho. Cac dam bao se cho ban biet khi 
nao ban can dira ra ldi xin loi. 

Thdi diem d$c biet quan trpng de thuyet phyc moi ngtfdi 
rang ban cung cap hang hoa hay djeh vy chat ltfyng cao la luc 
ban tung ra nipt san phSm mefi. DUa ra dam bao Ik mgt each 
de lam di£u do. Mot c&ch khac la du*a ra mure gia gidi thi§u san 
phSm thap hay cho thir san pham mi£n phi, ca hai c&ch nay 
di§u khien myi ngtfdi co the dope thif khong ton kem va thay 
ngay duyc ho co thich san pham do hay khong. Ban chting to 
la ban tin ttfdng ho se thich va se quay lai mua san pham cua 
ban ngay ca khi no chuy^n sang ban theo gia thong thtfcfng. 

M$t edeh khac de cho thay sy ty tin cua ban san pham 
cua minh la chi that nhieu tien de quang cao. Quang cao tat 
nhien se lam ban trd nen noi bat va dang tin cay. Khong 
nhifrig ngudi ta phai nghe duyc ban, ngudi ta con can phai tin 
ban nfia. Vdi vi§c tung ra san pham cao rau Sensor nam vko 
1990, Gillete da tim ra each de dat duyc ca hai dieu do. Sensor 
la mpt san pham d$t pha, nhtfng van de la Gillete phai thuyet 
phyc duye mgi ngudi ve dieu nay. 
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De di t£t qua man sutfng mu, GiUete da tung ra mot chiffn 
dich quang cAo chuyen nghipp va day an tuXmg. Quang cao da 
cho th£y cong nghp tien tigh cua Sensor. Tuy uhien, quan trQng 
hem, no khi eh moi ngtfdi deu nghi rAng: ”Hq (Gillete) thtfc s\f 
ton rat nhieu tien de quang cao cho san pham nay. Ho chAc 1 A 
rat tv tin vdi no. Co le toi nen thir mua xem sao." Nhung ngudi 
tieu dung da dung. GiUete da tieu ton 100 tripu USD cho quang 
cao de tung san pham ra thj tinting. Ho se khong ddi nao lam 
vay nfiu ho khong tin tuting rang mpt khi khach hang da thd 
Sensor, ho se chuyen sang dung no. Va Gillete cung dung: mpi 
ngutii deu Ufa chupng Sensor va doanh thu ban lutii dao cao cua 
Gillete tren toan the gidi da tang them 70%. 

Khi cAc nha bang, cac nha tu* van va cac cong ty chuyen 
nghi^p khac bAt dau hoat dong cua minh d cac thanh pho mdi, 
hg thifdng chi rat nhieu tien dS lAm cho van phong cua minh 
trong d?p de vA sang trong hefn. Cung nhir vay, eAc sinh vien 
quan trj kinh doanh thuting mac nhtfng bo quan ao dAt tien 
khi den phong van xin vipc. Trong tutag truting hdp nhtf vay, 
vi§c tiSu ton nhieu tien la mpt each cho thay stf tv tin. Dii 1 A 
tieu cho quang cao, van phong hay mpt tu quan ao, vige “dot 
tien” 1A mpt each cho thay rat ro long tin cua ban vao san 
pham vA chinh ban than ban. 

Trcrpt trong cu$c sat h^ch long tin 

Du la vo tinh hay co y thi tat ca nhdng gi ban lAm deu la 
mpt tin hipu mang mpt y nghia nAo do doi vdi nhting ngutii 
khAc. Va ngay ca nhdng gi ban khbng lAm cung vay. 



Ly thuyet tro choi trong kinh doanh 


Trong cau chuycn Anh lira bgc, Sherlock Holmes dtfcrc 
gpi den de dieu tra vy mat tfch bi myt cua mpt con ngya noi 
tieng ngay tnr^c khi cuqc dua ngya bat dau. Ro rang la mpt ke 
nao do da mo vao chuong ngya va cu 5 m di con ngya quy. 
Nhung do la ai? Va lam th# ndo hdn danh lyc hutfng dutfc con 
cho gac chuong ngya? 

Thanh tra Gregory: Co diem nao anh thay can phai chu 
</ khong? 

Sherlock Holmes: Co. D6 la sy vice rat ky la vdi con cho 
vao buoi dem. 

Thanh tra Gregory: Con cho da khong lam gi trong 
dem do. 

Sherlock Holmes: Chinh vi vyy m& d6 Id myt sy vice ky la. 

Holmes da suy doan r&ng tpi phym nhat djnh khong 
phai la ngtfdi xa la deft vafi con cho. Thyc vyy, ke trom ngya 
chinh la ngtfcri day ngya. 

Cung nhtf Holmes, ban cung c6 thS biet du*pc nhieu dieu 
txt m$t sy vice khdng xay ra cung nhtf khi no xay ra. Ban can 
phai hQC each ling nghe edi ma ban khong nghe thay. 

Chu cho khong sua 

M$t cong ty san xuat lota dang co gdng tim cho xdy dyng 
m$t nha may tai che chat thai d$c hyi. He da lya chpn m$t 
thdnh pho ndm gitta miSn Tay lam dja diem va va trinh bdy 
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phtftfng an cua minh cho nhftng ngirdi dan trong vung do. 
Cong ty dira ra ba ldi hda: tyo vipc lam cho cgng dong, dau tir 
vao n&ng cap c&c tnrdng hoc dja phtrong v£ xay dtfng mot nh£ 
may tuypt doi an to£n. 

Tuy nhien, nhtfng ngirdi dan d day vln chtfa thi/c stf tin 
tudng. Rot eye se ra sao neu nhir vice nay trd th&nh m 5 i nguy 
hiem doi vdi sure khoe cua ho? Do se la mot tai hoa mdi cong 
them vao nhufng van de hiyn tyi ciia thanh pho. Gi6 cua bat 
dpng san se con xuong htfn nufa va neu nhtf ngirdi ta muSn bo 
di thi cung khdng co kha nang lam dieu do. Viyc chi don thuan 
cam nhyn r&ng co kha nang co moi nguy hiem doi vdi sdc khoe 
chinh 1 & van de d day. De don dau stfkicn, ngudi ta co the ban 
c£c ngoi nh& cua ho ngay lyp tut va di£u nay se dan den gi& tri 
bat dpng san giam xuong. Rui ro gia bat dong san se di xu6ng 
trong tudng lai co the day qua trinh nay di nhanh hem ngay td 
ngay hom nay. 

Co mot giai phap rat tot d day. Neu nhiTng ldi htia ciia 
cong ty la chSc chSn thi se khong co moi nguy hiem nao doi vdi 
gi& bat d$ng san. Thyfc te, dieu ngude lyi cung dung. Vdi nhieu 
ccf hoi vice lam hdn v& cac trudng hoc dude nang cap, gan nhtf 
ch£c chin la gia bat dpng san se tang len. Do vyy, cSu tra ldi cua 
cong ty can phai la bao dam boi thirdng cho cu* dan d day neu 
gia bat dong san giam. Ho co the thue mot ngirdi danh gia dgc 
lyp d § ddnh gia gia tri bat dpng san tnrdc ldii co nh& m&y. Sau 
do, cong ty co the tuyen bo rang hp se s§n s^ng mua lyi nha cua 
ngirdi dan theo mdc gi£ n£y trong vong nam nam. 
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Nam nam la mpt thcfi gian dii dai de mpi nghi ngc f xung 
quanh van de an toan site khoe dirge giai quyet. Dong thdi 
trong luc d6, nhifrig lgi ich dirge huta hpn tur cong 5 n vipc lam 
tang len va dau ttf cho cgng dong cung se du*gc thay ro. Ngtfdi 
ta se thay gi£ trj tai san cua minh tang len chuf khong giam. Se 
khong ai muon ban nha cho cong ty theo mure gia ban dau va 
idi bao dam se ch£ng lam cong ty ton kem mpt dong nao. 

Khi chien thuat nay dirge de xuat trong cong ty, ban lanh 
dao da tur choi thtfc hipiL Cau tra ldi ngam cua hp d day 1 A: 
,r Chung toi khong the lam dirge dieu do. No se co the lay mat 
ca co nghipp cua chung toi. Ai cung co the lgi dung Idi hura cua 
chung toi de kiem Igi cho minh." Tai thcfi diem nay co mpt 
dieu ro rang la chinh cong ty dang co van de ve long tin. Vipc 
hp tit choi du*a ra lcfi dam bao da noi len rat nhieu. Lam sao 
ban co the thuyet phyc ngirbi khac neu ban khong s 5 n long 
danh cirgc vefi chinh minh? 

Sau day la nhttng tom tSt ve vipc ban tao d\tng long tin 
cho minh nhur the nao va nh$n biet ra no cf nhtfng ngtfdi khac 


ra sao. 
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Sat hach long tin 

1. NSu b$n thi/c si/ c6 diem m$nh, lam dung se la: 

- Chap nhan hop dong thu lao du>a tren ket qua cong 

vigc 

- Oipa ra mQt dam bao 

- Cho dung thu* san pham mien phi 

- Quang cao. 

2. NhCmg gi b$n khong lam cung gCri di mQt tin hieu mang 
mdt y nghTa n£o d6 ddi v&i ngu&i kh&c. 

3. D6 nghj nhung nguvi khac cho thSy si/ d&ng tin c$y 
cua hQ bSng c&ch: 

- Be nghj mot hop dong tra thu lao theo ket qua 
cong viec 

- Yeu clu co sg dam bao 

- Be nghj cho dung thu\ 


Duy tri man sirorng mu 

M$t khi byn da thuyet phyc dirge mQi ngtfcri r&ng byn co 
cac iru diem, tiep den byn se lam di'eu gi? Thach there tiep theo 
la lam the nao de duy tri dirge cam nhyn do. Bay gicr byn se 
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mat nhieu hern duyc neii mQ\ ngUdi co nhung th6ng tin mdi 
khien hg phai xem xet lgii cai nhin cua hg ve c&e kha nang 
cua b^n. Do vgy, ban co dgng co de ngan can nhftng thong 
tin mcri dirge noi ra. 

Giau thong tin 

Chung ta da hieu chut it ve ly do tai sao doi khi ngirori 
ta co the muon duy tri mgt sy map md quanh minh. M$t 
nha bien tap khong muon nhyn dinh cua minh ve cu 5 n sach 
bi ngudi khae nghi ngd. Neu anh ta co the thuyet phyc duyc 
nha xuat ban chi tien d£ xuc tien ban sk ch, cuon sach se 
khong bi mat ccf hgi de thanh cong va nha bien tap se khong 
bj che trach la da nhan cuon sach do ve td dau. Khong ai se 
co the biet dugc dich thyc cuon sach se thanh cong hay that 
bai neu nhir khong co mot no lyc de day no ra thj tnrdng. 
Nhung ngiTcfi tuyen dyng cung c6 dong ccr tufcrng ty de giup 
nhutig ngiTcfi dttfpc hg lya chgn trd nen thanh cong va de 
khong ai co the th&c m&c ve cac nhan dinh danh gia cua hg 
khi lam cong vige tuyen dyng. 

Bat ky khi nao ban dinh lam mgt vige gi, byn cung se 
bi danh gia dya tren ket qua thyc hign vige d6. Cung nhtf 
vyy, neu ban noi khong, ban cung se bi danh gia, tuy nhien 
chi khi co mgt ai khac da noi co. 

E*T va cu dign thoyi sai lam 

6 Hollywood, cac giam doc phim noi tieng nhd cac bg 
phim thanh cong cua minh. ChSng han, Jeff Katzenberg noi 
tieng vi da lam ra nhflng bg phim nhir NgU&i dgp ua qudi 
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vgt, Aladin, Vua sit tit va cac phim ho# hinh Disney kh£c. 
Robert Newmyer va Jeff Silver xay dyfng tieng tarn cho minh 
bang nhvfrig thtfoc phim gay chan dgng nhtf Santa Clause vk 
Tinh due, Nhitng l&i noi doi va cuon bang ghi hinh. 

Cai kho ma dem dirge la da co bao nhieu d\f an co gid 
trj ma m$t nha lam phim da tit choi. Dau la cac ca h$i b\ bo 
15? Noi chung, cac giam doc 5 Hollywood gift nhutig thong 
tin nay rat kin. Hq chang dirge lgi gi ma chi thi# neu nhir de 
I9 chung ra ben ngoai. 

M$t ngitcfi noi tieng 5 Hollywood la Frank Price da tifng 
co rat nhieu thanh cong 15n. Tuy nhien, ong ta se luon dugc 
nh5 den truftc het nhir mgt ngufri da ban b$ phim E.T voi gia 
chi co ioo»ooo USD. La Chu tich hang Columbia Pictures khi 
do, Price co quyen s5 hiru doi v5i ca hai b9 phim gia tircmg la 
E.T va Starman. Quan diem cua ong ta la se khong co cho cho 
ca hai bQ phim gia ttfcmg vu try trong cung mpt n#n. Price da 
nghi dung nhimg ong ta 1# quyet djnh dgng phim Starman, 
con ban E.T cho hang Universal. Starman sau d6 mang 1# 
doanh thu ggp la 29 trigu USD, trong khi E.T vugt len hang 
dau vefi doanh thu 400 tripu USD. 

That b# cua Starman khong phai la van de. Ma van de 
gay choang vang chinh la de 15 mat ca h$i vdi E.T. Neu nhir 
E.T khong bao gio dirge dtfng thanh phim thi cung chSng ai 
doan n6i dieu gi se xay ra. Ngirdti ta da nghi rSng Price nh§n 
dinh dung, do v§y ong ta chang can phai chung minh dieu 
do. Nhimg thanh edng ngoai tuftng tugng cua E.T da chutig 
to cu dipn tho# cua Price de ban E.T la sai Tam. 
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MCi khi ban tvf bo mpt dy an, ban c6 ly do de hy vgng 
rang dy an do se khong bao gid trd thanh hign thyc. Hien 
nhien la neu mgt ngtfdi khac n&m lay dy an do va that bai, 
quyet dinh cua ban se du*yc chdng to la dung d£n. Tuy nhien, 
rat hiem khi dieu do mang lai cho ban them vinh dy. Trong 
khi do, neu mot ngtfdi khac nhyn lay d\r an do va thanh cong 
thi nh$n dinh cua ban se la sai lam. Mgt khi ban quyet djnh 
khong chofi tro may rui vdi mgt tliuf gi do, bgn ehang duyc lyi 
gi nhieu nhtfng lai rat d§ b\ mat uy tin neu ngtfdi ta biet diryc 
vy ca ctfyc da co the dang gia bao nhieu. Tot hon doi vdi ban 
la co gang cit de man strong mu tiep tyc bao phu nhir vyy. 

Di theo bay dan 

Sy lo sy bj phat giac lam sai thtfdng khien ngtfdi ta hay 
lya chon each hanh d$ng theo nhom. Dieu nay la rat quen 
thugc. Ban dau, tat ca cac quy htfu tri deu mua co phieu IBM, 
sau do hQ lai cung ban chung di. Ban dau co m$t lan song sap 
nhap bdi cong ty nao cung tranh nhau trd thanh cac tap doan 
Idn. Sau do, l&n song rut di va mgi ngtfdi chuyen sang tach 
cac hoyt d$ng kinh doanh khong lien quan ra khoi nhau bdi 
vi lan song mdi bay gid co ten la "tap trung vao trong diem 11 . 

Nhufng nha dy bao kinh te co ve nhir rat hay di den 
nhiftig ket luyn dy bao ttfcfng ty nhau va trong hau het mpi 
trtfdng hyp lai deu cung sai mpt each dang ngac nhien. M$t 
trong cac ly do la vi hg stir dyng cung mgt kieu mo hinh va 
cung m$t co sd duf ligu trong qua khur. Nhtfng co mgt ly do 
khac nufa la hg sy dufng mgt minh va bj chting minh la da sai 
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Tim. John Kay, Giao sir trudng Kinh doanh London va la nha 
chien ItfQc kinh doanh hang dan, da giai thich hi£n ttfyng nay 
nhir sau: 

Ngay ca khi hg bi chting minh la da sai thi cac nha dy 
bao cung van cho rang dieu quan tr<?ng hern ca la h q da gift 
dude sy nhat tri khi nhin ve qua khft, Chang hyn cac nha bang 
da khien ngirdi ta tin ring khung hoang suy thoai d Anh va 
phym vi anh hirdng cua no den thi trtfdng tai san la khong the 
dy doan trtfdc. Gia sd nhu* dieu nay co the doan trudc dtftfc thi 
nhftng ngtfdi chju trach nhi£m ve vi$c cho vay qua mtfc vao 
nhftng nam 1980 da co the bj quy la co loi do cau tha chft 
khong phai chi la nhftng nyn nhin cua sy kiyn va khong nhyn 
dtfyc sy giup da... Lam sai vi nhftng ly do dung con quan trpng 
han la sfta chfta cai sai do. 

Neil byn di theo dam dong, b$n se thanh cong va that 
b$i cung vdi ca dim. Man stftfng mu se van dtftfc gift nguyen. 
Ban se khong bao gid trd thanh ngtfdi xuat chung neu ban 
dung nhtfng cung khong sy bj nhai song neu ban sai. Neu ket 
qua la byn da dtfa ra mQt quyet djnh sai, ban co the noi: M Ai 
ma biet trtfdc dtftfc? Hay nhin xem nhftng ngtfdi khic cung ra 
quyet dinh y nhu' vyy day thoi. Tyi tho'i diem do moi ngtfdi deu 
nghi ring do la vice tot nhat de lam.” May man thay, khong ai 
se con thic mic ve nhyn dinh cua byn ntfa. 

Mong muon duy tri sy myp md nhtf vyy co the din den 
nhftng hanh vi kh 6 giai thich. La nhftng nha giao, chung toi 
nhyn thay ring co mQt so sinh vien co tinh khong chju hQC de 
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lam bai kiem tra khi hg da gan nhir chac chk se bi tnrpt. R 5 
rang la he? dang bi trtfpt nhtfng khi do hp lpi co the giai thich 
vefi mpi ngirdi la hp trirpt chi vi khong on bai, Hp tranh khoi 
phai tp van ltfpng tarn minh qua nhieu. Mpi ngircri thirfrng hay 
dpt cho minh nhtfng nhipm vp bat kha thi cung chinh vi ly do 
nhuf vpy; khi hQ that bpi, hp khong phai tp dpt cau hoi ve nang 
lpc cua minh. Bat ky ai, ke ca hp ? deu nam nguyen trong sp 
mpp mef do. 

Thpm chi ngay ca neu 90% kha nang la vipc xoa bo btfc 
man sPcfng mu se lam lp ra nhtfng dieu co lpi thi 10% kha 
nang nhtfng dieu khong co lpi cung bi lp ra theo cung da la 
mpt rui ro rat 16 n. Do chinh la tinh huong cua Continental 
Corporation, mpt cong ty bao hiem tai chinh dang gpp van de 
rkc roi. 

CNA Insurance vtfa mdi tra gia de mua lpi Continental 
vPi mtfc dua ra cao htfn han ngtfcfi tra gia truPc do la 
Insurance Partners, Dieu kipn CNA dpt ra vPi mure gia do la 
dupe tham gia sau vao vice kiem toan Continental. Neu nhtf 
kiem toan khong cho thay van de gi nghiem trpng thi CNA se 
thpc hi£n vipc mua lpi. Neu khong, hg se rut hoan toan khoi 
cupc dau gia. Bat ke mure gia dUa ra la rat hap dan, ban lanh 
dpo Continental van quyet djnh tOf choi CNA: 

Ngay ly thang 11 nam 1994, Ban giam doc da. hgp va 
xem xet ky hiefng de nghi cua CNA ... cung nhit nhitng rut ro 
khac nhau tiem tang trong yeu cau phai dupe thitc hi?n uiec 
kiem fodn, trong do co kha nang se co nh&ng tdc dQng bat 
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leri neu CNA quyet djnh rut khoi vu dau gia (sau khi co ket 
qua cuqc kiem todn) Jen cac ddnh gia cua thi tnr&ng va cac 
to chitc chuyen xep hang doi v&i cong ty cung nhit anh 
hit&ng den quyet tam cua Insurance Partners tiep tuc dau 
gia. Ban giam doc do vgy da khong chap thugn denghi cua 
CNA bdi lo nggi ve chinh nhWng tac dgng bat lai txem tang 
do (Bao cao trildc co dong, Continental Corporation, ngay 
29 thang 3 ndm 1995). 

Ban giam doc cua Continental da khong sSn sang chap 
nh$n riii ro, ke ca khi rui ro do la rat nho, r 4 ng CNA, sau khi 
thi/c hign vice kiem toan cua minh se tif choi mua lgi. Hg $q 
khi do nhung ngtftfi khac se phong doan r&ng CNA da phat 
hi^n ra mQt van de gi do nghiem trgng. Insurance Partners va 
nhtfng ngucri dau gia tiem nang khac co the se lang di. Cac 
cong ty chuyen xep hang se ha b$c Continental. Khach hang co 
the se mat long tin va chuyen sang lam vdi nhifrig cong ty 
khac. Do se la mgt tai hga thtfc sy*. 

Bang each tur choi de ngh[ cua CNA, Ban giam doc 
Continental da lam tang kha nang that b^i cua vy mua ban. ■ 
Hq da lam nhif vyy nhfim duy tri man stftfng mu xung quanh 
minh. Nhu*ng cuoi cung thi CNA da dong y bo yeu cau kiem 
loan cua minh va vy mua ban hoan tat. Continental da g§p 
may. CNA cung g§p may bdi vi sau do hp khong phat hi?n ra 
van de nghiem trgng nao cua Continental. 
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Giau thong tin 

Neu da tao dirpc mpt twang tot, ngiroi ta thu’frng 
co glng gift n6 blng each: 

- Quen di nhCrng dip an ma h<? da gpt bo; 

- Lam theo dam dong; 

- NghT ra ly do bien ho cho that bpi. 


Chien thupt thtfOng ltf^mg 

Mpt cuqc thtfcfng lifpng thirdng dien ra trong mgt man 
su^ng mu. Ngirbi ta de co xu hirbng bi lpc khi tim dtfcfng di 
qua man stftfng mu do va cac cupc thuftf ng lirpng thircfng de 
bj mac kpt. Mpt sai lam la ban thirdng yeu cau qua mure can 
thiet, to ra qua cumg ran va do do da lam hong ca thtfong vp 
cua minh. Mpt sai lam khac la co gang cung co the mpnh 
cua minh bang vipc tiet lp ra mpt so thuf ma dang le nen giau 
di. Sai lam thuf ba la thuc ep sir nhat tri trong khi chinh vipc 
giu 1 nguyen cac bat dong y kien thtfc ra co the rat hub ich. 
Trong phan nay, chung toi se xem xet ca ba chiec bay trong 
thirong ltftfng nay va gpi y mpt so giai phap de thoat khoi 
nhtfng chiec bay do. 

De ben thii ba dan xep 

Cac cupc thuOng lirpng co the day nhfrng manh lira gat 
va nhfrng dpng tac gia. Ngufri ta thircrng dira ra nh&ng yeu 
cau qua dang de co gang giu 1 cho ket epe qua lpi cuoi cung se 
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nghieng ve phia co Igi cho hg. Trong boi canh nhir vgy, neu 
bgn tiet lg ra cai bgn thgc sg can, ban co the thay thong tin do 
se dirge sd dgng ngay de chong iai ban. Co mgt dgng ccr rat ro 
rang d day de ban chgn hanh dgng mgt each edng ran hern. 
Nhimg neu tat ca mgi ngifdi deu to ra edng r 4 n thi thoa thuan 
se rat kho dat dirge. Cac cugc thirong lirgng bj red vao be tac, 
thiTdng vg cua ban khong dirge thgc hign mac du neu nhtf no 
dirge thgc hign thi tat ca cac ben se deu co lgi. 

Chung ta hay xem xet van de d eg ly gan htfn. Bgn co 
mgt thd muon ban va ban noi chuygn vdi mgt ngifdi mua 
ti'em nang. Mdc gia san cuoi cung cua ban la 100 USD. Neu 
ban khong dat dirge mute do thi ban se bo di ngay sang cho 
khac. De to ra biet dieu va cong being, ban doi mure 120 
USD. Ngudi mua kia khong chap nhan. Thgm chi tg hefn, 
bay gid anh ta da biet mdc yeu cau toi thiei’u cua ban thap 
hon 120 USD. Tat ca nhdng mire gia dira ra de mac ca se deu 
thap hon 120 USD va ban rat co the phai b&n vdi mure gia 
rat gan vdi mdc san 100 USD cua ban. Dieu nay vira khong 
hgp ly, lai vda khong cong b&ng. 

Lan sau, khi lai rcri vao tinh huong ttftfng tg nhir vgy, 
ban quyet dinh doi mite gia cao hern nhieu so vdi 100 USD. 
Ban yeu cau 180 USD va ngirdi mua mac ca xuong 140 USD. 
Bgn khong chju nhirgng bg vdi hy vgng la se dirge nhieu 
hem the. Thgc te mdc tran cua ngudi mua la 150 USD va 
mdc gia 140 USD dira ra la da co thign y. Anh ta defn gian la 
khong the tra dirge b&ng mdc gia ban yeu cau. B&ng vige 
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khong nhan nhtfgng, ban da giet chet luon ca cugc mua ban 
ciia minh. 

Doi hoi it thi bgn se chi nhgn dtfgc it, trong khi cumg 
nhac qua bgn se chang dtfgc gi. Ca hai each deu khong phai 
la each tot cho bun. 

Van de d day khong phai la vdi ngtfdi chcri, ma la veri tro 
chei. Rob Gertner - Giao sir trtfdng Kinh doanh Chicago, va 
Geoffrey Miller - Giao stf trtfdng Lu£t NYU, da dtfa ra mgt tro 
choi hay htfn de choi. Hq nghi ra mgt so quy t£c tai tinh cho 
phep mgi ngtfdi co the xir s\r mgt each hgp ly hern. Hg ggi 
phtftfng phap thtfdng lugng cua minh la "trung gian dan xep". 

Day la each ma cac giao keo trung gian dan xep dugc ap 
dung. Ngtfdi mua va ngtfdi ban dong y dira them vao mgt 
ngtfdi chcri trung l|ip thurba de lam trung gian. Ngtfdi ban noi 
cho ngtfdi trung gian biet mure gia ma anh ta co the ban. Cung 
nhir v§y, ngtfdi mua se cho ngtfdi trung gian biet mure gia anh 
ta co the mua. Ngtfdi trung gian se kiem tra xem hai mufc gia 
co giao nhau hay khong, nghia la gia cua ngtfdi mua co cao 
hern ngtfdi ban hay khong. Neu dung nhtf vgy thi ngtfdi trung 
gian kia se chia ra mure gia d chinh gitfa de ngtfdi mua va 
ngtfdi ban Xhxfc hign giao dich theo mire gia do. Neu hai mdc 
gia khong giao nhau thi ngtfdi trung gian se khong tiet lg gia 
cua bat ky ben nao. Anh ta chi noi rang hai mdc gia khong giao 
nhau. Khong ben nao biet gia ciia ben kia va hg co the tiep tgc 
thtftf ng lurgng ma khong co thanh kien gi. 
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Hay cung quay trcr lai vi dy tnrdc cua chung ta. Bay gicr 
ngubi ban co the cam thay an toan hern khi dira ra mute gia 120 
USD. Neu ngubi mua noi vcri ngubi trung gian miic gia cao 
ban 120 USD thi vy mua ban se duyc thyc hign theo mure gia 6“ 
giua hai gia. Nhir vay, neu ngubi mua noi gia 160 USD thi anh 
ta se phai tra 140 USD. Byn cung hai long vefi mute gia nay. 
Ban diryc nhieu hem dy tinh. Bay gib khi ngubi mua biet diryc 
ban da ra gia 120 USD thi da mupn va anh ta khong the lam gi 
diryc vi tro chcri da ket thuc. Do chinh la quy tac. Va byn dupe 
bao vg vbi tu 1 each la ngubi ban. 

Neu ngubi mua dira ra mute gia thap hern 120 USD, 
chSng hyn 110 USD thi sao? Khi do vy mua ban khong the 
dupe thyc hign. Stf thyc la byn va ngubi mua van co the thu 
mpt Ian nura de di den thoa thuyn (bbi vi byn con co the 
nhuyng bQ den 100 USD). Tuy nhien, nefu byn dira ra yeu 
cau hyp ly ngay tu* d'au, byn se khong the nhiryng b§ vi the 
ciia minh trong bat ky cupc thutfng liryng nao sau do. Tat ca 
nhCmg gi ngubi trung gian tiet lp chi la mute gia khong the 
kherp duye. Ngubi mua biet rang ban doi gia cao hpn 110 
USD nlnmg do la tat ca nhung gi anh ta biet diryc. Anh ta 
khong biet ligu ban thyc sy muon hu n nhir the it hay nhieu? 
Bbi vi ngubi mua khong co thong tin anh ta can ve byn de 
ep byn nen byn se lyi dtfyc bao vy mpt Ian ntfa. 

Trung gian dan xep cho phep ngirbi ta co the thircTng 
liryng dang sau tarn man. Thubng thi khi byn dura ra yeu 
cau, byn da de lp minh. Trung gian dan xep giup duy tri 
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man sutrng mu de doi thu khong nhm ro nhau. Byn co the 
noi ra dung nhutig gi minh can ma van khong phai tiet lg 
qua nhieu thong tin. Khi cac ben trong thutfng luyng cam 
thay an tarn de doa ra nhutig yeu cau hgp ly, hg se co rat 
nhieu kha nang de dyt dugc sy dong thuyn. Va co hgi de 
nhutig thutmg vy thyc sy co lgi cho ca hai ben dugc thyc 
hign se 16 n han rat nhieu. 

Gertner va Miller coi trung gian dan xep nhtf mgt sy 
ho try cho thtftfng luyng trufrc khi mgt vy vigc phap ly nao 
do dugc dita ra xet xir. Byn co the san sang tra 100.000 USD 
de giai quyet mgt vy vigc nao do nhimg ban lyi khong muon 
ben kia biet dieu do - truf khi hg cung skn sang nhyn ngan 
do. Neu khong, vigc tiet lg rang byn s!m sang tra 100.000 
USD se la cai ccf de ben kia doi ra toa ngay thay vi tiep tyc 
thuong luyng. Giai phap de ca hai ben co the thoa thuyn 
dirge la sir dyng trung gian dan xep ngay tu* dau. 

Y nghia cua vigc sir dyng trung gian dan xep ro rang 
khong chi hyn che trong lmh vyc ve phap ly. No co the dirge 
ap dyng vao rat nhieu tinh huong khac nhau trong mgi linh 
vyc, Byn sSn sang tra rat nhieu tien cho mgt nhan vien phyc 
vy byn, cho mgt 16 dat hay mgt ban quyen nhimg byn lyi 
khong muon de lg dieu do. Bert vi co the la ngudi nhan vien 
kia s 5 .n long lam vigc vdi mure thu lao it oi, ngirdi chu 16 dat 
dang rat muon ban no di, hoyc nha phat minh sot sang 
muon thuyng myi hoa ngay y ttfcrng cua minh, nhutig khong 
ai trong so' hg muon de lg dfeu nay. Trong tat ca cac trudng 
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hpp do, suf d\ing trung gian dan xep co the giup giu* nguyen 
bite man che trong cugc thtfomg ltfpng, dong thefi van cho 
phep ca hai ben co the tien hanh thtftfng lupng m§t each co 
thign chi. 

Trong cupc thuung lupng, cai ban biet va nhutig cai 
ngircri khac biet khong phai la nhimg thu* duy nhat co y 
nghia. Ban co biet dieu gi ngircri khac biet khong? Lieu 
nhimg ngirdi khac co biet ban da biet cai gi khong? Vi§c ban 
biet mgt thu* gi do ma ngtfcri khac cung biet se gay ra nhtfng 
hau qua khac di rat nhieu khi ngircri khac biet rang ban da 
biet dieu do. 

Chti meo trong b j 

Toi dang co mgt so chuygn khong vui trong d&u. Toi 
ngcr rang ban biet nhimg gi toi dang nghl. Nhimg ban co 
nghi rang toi da nghi ngd ban biet dieu do roi khong? Toi tin 
la ban co the nghi nhtf vay nhimg toi khong chac chSn. Luon 
co cho cho sy* nghi ngd va co le each tot nhat la cur de nguyen 
mpi chuypn nhtf v§y. Co nhutig suy nghi tot nhat la khong 
nen noi ra. 

Tat ca mQi this da thay doi khi toi tiet 1 $ nhGng gi t6i 
nghi trong dau. Bay gift thi ban da biet chac chan la toi dang 
nghi gi. Bpn cung biet rang toi da biet la ban biet dieu do. 
Ban th$m chi biet rang toi biet tat ca nhutig dieu ban biet. 
Man simng mu da dupe xua tan di va sy* that khong con b\ 
che giau nua. Nhir ngircri ta van noi, nhu* vay la meo da nhay 
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ra khoi bi. Do se la van de, boi vi ban se khong d§ dang bit 
lai chu meo do de nhot la* vao bi. 

Trong mgt vq tranh chap gia dinh thi chuygn ban dang 
giau giem 1 co the la moi de dga dan den ly hon. Ban co the 
co y dinh ly di neu nhir mgi vi$c khong nhu 1 y muon. Ban co 
the tin la chong hojc vq ban cung dang nghi ngd nhu 1 v§y. 
Ban tham chi co the nghi rang chong ho$c vq ban da cam 
thay ban tin rfing anh/co ta dang nghi ngd. Tuy nhien, v&n la 
tot hon neu ban khong noi ra moi de d<?a do. Du van de giha 
vq chong ban co nghiem trgng den dau thi cung luon co ccf 
h$i de giai quyet on thoa, vcfi dieu kign la ca hai phai cam 
ket cung co g&ng. Nhimg mgt khi moi de dga dan den ly hon 
da duqc noi cong khai thi vi£c dua ra cam ket la rat kho. 
Nhimg nghi ngd ve nhung gi ban nghi da bien mat. Ban da 
tiet 1 q rang ban co moi quan he ngoai hon nhan. Lam sao 
chong hay vq ban co the van con tiep tqc cam ket se co gang 
duy tri quan he vq chong, mgt khi da biet ban chan trong 
chan ngoai nhirvay? 

Mot khi ban de dga se ly di neu mgt so dieu kien nhat 
dinh khong dirqc dap ung thi ban se co kha nang nhan dirqc 
cau tra 16 i: "6, neu anh/co muon ly di thi anh/co da lam 
dirqc dieu do roi day." Ban muon gittcugc hon nhan, dau co 
the kem theo nhutig thay doi, nhimg khong phai la ly hon. 
Nhimg da mugn. Sq de dga mgt khi da noi ra cong khai se 


1. Nguyen van: chu meo trong bi (NDJ. 




trcf thanh sy thyc. Tot htfn la ban cur de cho no dirge ngam 
an nhufvay. 

Chung toi da bat dau cuon sach bang cau hoi: "Neu 
kinh doanh khong phai chien tranh, cung chang phai hoa 
binh, thi do la gi?" Cau tra ldi la no dong thori la ca hai: vuca 
chien tranh, vua hoa binh. Nhtfng mgt Ian co mgt ngirbi 
tham gia trong mgt cugc hgi thao do chung toi to chtfc da tra 
lefi: "Do la mgt cuqc hon nhan." Anh ta co ly cua minh. Luon 
luon co cac yeu to c$nh tranh va hyp tac trong moi moi quan 
hg, du do la quan hg kinh doanh hay ca nhan. Cac kinh 
nghigm cua chung toi cr linh vyc nay giiip chung toi hieu Imh 
vyc kia ro hon. Trong moi quan hg kinh doanh, cung giong 
nhir quan hg vy chong, co nhung suy nghl tot nhat la khong 
nen noi ra. 

Cac cugc thutrng luyng kinh doanh bao gom ca nhutig 
Icri hua hgn lan nhuftg lefi de dga. Co nhutig ldi de dga trong 
do tot nhat la chi de ngam hieu. Chung toi da chung kien mgt 
truing hyp, trong do nha cung cap do bye minh vi tien dg 
thtfcmg luyng de gia han lyi hyp dong qua ch£m da de dga se 
tur bo luon ngufri mua hang neu nhy anh ta khong dong y vdi 
cac dieu kign cua minh. Ngudi mua phai ch;u nhuyng bg 
trong thdi gian ngan vi anh ta khong co lya chgn nao khac. 
Tuy nhien, dieu nay da gay ton thirong den moi quan hg. 
Ngufri mua hang, nhgn thay nha cung cap da chang ngan 
ngyi gi khi dinh lam ton hyi den anh ta, cam thay khong the 
tiep tyc dirge moi quan hg nhir trufrc. Anh ta da quyet djnh se 
khong de b\ rcri vao tinh huong de bi ton thurcrng nhirv^y mgt 
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Ian nura. Anh ta tim kiem m$t ngudn cung cap mcri. Ngay khi 
anh ta tim dirge, anh ta cham dut luon quan hg vdi nha cung 
cap ban dau. 

Nha cung cap kia dang le can phai lam gi? Anh ta dang 
le phai lam cho ngtfdi mua X\t hieu ngam rang di'eu gi se xay 
ra neu cugc thirong lugng mi vao be tac. Neu ngudi mua 
hang tiep tyc chan chur, nha cung cap co the tinh den chuygn 
dira them mgt ngudi trung gian vao cuqc. Mpt ngtfdi trung 
gian co kinh nghigm biet rang cong vigc cua anh ta co mgt 
phan la giup cho cac ben thay dugc hau qua se xay ra neu 
nhiT thoa thuan khong dgt dirge. Mgt ngudi trung gian higu 
qua can phai giup ngtfdi mua thay dirge rang neu Iiq ep qua, 
nha cung cap se co the c&t dut quan he vdi anh ta. Ngudi mua 
dung la can phai doi mat vdi thi/c te do nhimg khi nha cung 
cap cong khai de dga cat dut quan hg va v tha meo ra khoi bi" 
thi do se la diem khdi dau cua vigc ket thuc quan hg. Se tot 
htfn neu nhir co mgt ben thd ba giup ngudi mua co the liec 
trgm vao bi va thay chu meo dang nam trong do. Nhirvyy, co 
the la da dii de khien cho ngudi mua khong chan chir nhieu 
htfn nira. 

Nha cung cap va ngudi mua can phai duy tri mgt si/ 
mgp md xung quanh nhufng gi co the xay ra neu cugc thtftfng 
lugng bi do vd, khong nhat thiet phai la mgt man strung day 
dye, nhutig chac chSn phai co mgt cai gi do khong S§ cong 
khai. Vigc su* dyng mgt ngirdi trung gian co the giup duy tri 
dirge mgt man sirofng mu thuan tign cho ca hai ben. 
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Khi nhufng ngufti thirong itfgng khong co kinh nghigm 
cam thay that vgng do tien trinh thirong lirgng qua ch|m 
chap, h q thirdng Mt dau noi thang ra de dga cua minh. Do la 
mgt sai Tam. Neu ban khong chdc chan la minh co the Idem 
che migng lirofi thi hay nghi den vigc dtfa them mgt ngirfti 
trung gian vao cugc. 

Cac cugc thutfng lirgng la nh&m de di den mpt thoa 
thu^n chung nhtfng dieu do khong nhat thiet co nghia la tat ca 
moi ngirafi se deu nhin sy vigc theo mgt each nhtf nhau. Thoa 
thuan van co the dgt dirge ngay ca khi mgi ngirdi van giur 
nguyen quan diem rieng cua minh. Thyc te la sft bat dong y 
kien nhieu khi co the lam cho vigc dat dirge thoa thuan trd nen 
de dang hdn. Cau chuygn sau day ve mgt cugc thuWng lirgng 
xung quanh mftc phi gifta mgt ngan hang dau tir va khach 
hang cua hg se cho thay dieu do xay ra nhir the nao. 

Bat dong de dong y 

Doi tugng la mgt cong ty ma nhftng ngi ioi chu cua n6 
dang mu6n ban no di. Ngan hang dau tir da xac d[nh dirge mgt 
ngirdi co the mua lai. Cho den luc do ngan h&ng v§n chi \km 
moi gioi mgt each ty nguygn. Con bay gift la luc phai ky mgt 
thoa thuan phi. 

Ngan hang dau tir de nghi mftc phi 1%. Khach hang cua 
hg cho r&ng cong ty dang gia 500 trigu USD va so tien 5 trigu 
USD tiTcrng dftdng 1% la qua nhieu. Hg de nghi l$i mure phi \k 
0,625%. Ngan hang dau tir chi danh gia cong ty la 250 trigu va 
neu hg chap nhan mufc phi do khach hang du“a ra thi thu nhap 
cua hg se giam tft 2,5 trigu USD theo dy tinh xuong con gan 
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1,5 trigu USD. DI nhien cuoi cung se co mQt ben dung hern 
ben kia khi thj trtfbng dung ra djnh gia cong ty. Tuy nhien, 
vao thbi diem nay thi tat ca v&n con nam trong nipt man 
strong che phu. 

M§t each dircmg nhien, ngan hang dau tir luon cho 
rSng hp biet gioi hem tat ca. Ho co the thu* thuyet phyc khach 
hang cua minh rang mure gia 500 tricu USD la khong thyt te va 
do vay mut phi 5 trigu USD cung la khong co ccf sb. Van de vbi 
each tiep can nay la b cho khach hang khong dbi nao muon 
nghe thay mut gia thap. Neu ho phai doi mat vbi trien vong 
nhtr vay thi ho co the se bo khong lam tiep nuS va cung bo luon 
ca ngan hang, khi do thi mot dong phi cung ching con. 

Sy lac quan cua khach hang va sy bi quan cua ngan 
hang dau tir da tao ra mot cd h$i de dat dUqrc thoa thuan 
nhieu hon la tranh luan. Cuoi cimg, hai ben da dong y vbi 
mure phi la 0,625% vbi mut toi thieu la 2,5 triqu USD. Bang 
each nay, khach hang co dayc mure phi theo ty lg phan tram 
ho muon va khong can de y den sy dam bao di kern. Vbi mut 
phi 0,625% thi bao dam nay chi co y nghia khi mut gia 
xuong dubi 400 triqu USD, trong khi khach hang da dy tinh 
hg se ban duqc cong ty veri gia cao hem nhuf vgy nhSng 100 
trigu USD. Bbi vi ngan hang dau tir da dy tinh thu ve 2,5 
triqu USD trong de xuat ban dau cua minh va bay gib so tfen 
nay da diryc dam bao chac chan nen ho sin long giam bbt 
theo ty lq phan tram. 

Vigc thutfng luryng theo phan tram defn thuan von <£ 
dua den tinh huong th&ng - thua. Neu mut phi giam tur 1% 
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xuong 0,625% thi khach hang la ngudi thang, con ngan hang 
la ke thua. Giam tir 1% xuong 0,625% nhuTig quy dinh them 
mure san se la cung thing, chi bdi vi cac ben van tiep tyc gift 
nhCrng toan tinh cam nhyn khac nhau cua minh. 

Cac cuyc thucfng luyng gitra cong ty de ban va nha tu 
van mefi chi la sy ham nong cho cac cuyc thtfctng luyng 
chinh there giua cong ty va ngircfi mua cuoi cung. Mot Ian 
nu& d day, viyc co nhung nhyn dinh chu quan khac nhau cho 
thay kha nang cung co lyi tirphia ca hai ben. 

Nhtfng ngudi chu cua cong ty cho rang hoat dong 
kinh doanh cua cong ty se co kha nang tiep tyc tang trudng 
10% hang nam va dieu nay giai thich cho mure gia 500 trieu 
USD ma ho yeu cau. Ngudi mua, nguyc lai dytinh niue tang 
trUcfng it ban va chi tra 250 trieu USD. Ngudi mua co the 
tim each thuyet phyc nhftng ngudi chu cong ty rang lqch ban 
cua ho la khong hop ly, tuy nhien lam nhu vyy la myt sai 
lam. Thay vao do, ngudi mua da lqfi dung sy khac nhau trong 
cam nhyn chu quan de giup ho thuc day sy thoa thuyn, 
Ngudi mua de nghi tra nipt khoan tien mat ngay lap tut va 
tiep tyc tra dan ve sau tren co( so ket qua tai chinh cua cong 
ty trong tuefng lai. Neu nhu cong ty phat trien chym thi mut 
gia tong cgng se thap hefn. Con neu cong ty van tiep tyc phat 
trien nhu trude do thi ngudi ban se nhyn duyc mut gia dung 
nhu ho doi. Lyi Ich cua viyc duy tri sy map md la d cho moi 
ben co myt cai nhin khac ve nhung gi duyc thoa thuyn: 
Ngudi mua nghi r&ng ho chi phai tra it, trong khi nhung 
ngudi chu cong ty lyi nghi rang ho da nhyn duyc nhieu. 
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Thiporng liFong trong su'O’ng mu 
Sai lam 

1. Tiet Ip mire thip nhit ma ban doi hoi. Rui ro [a ban co 
the chi nhan dirge dung blng ngan do ma khong th4 dirge 
hon nCpa. Ctrng nhlc qua cung khong phai la giai phap- Rui 
ro se la sg be tac. 

2. Lam cho nhirng moi de doa tro nen ro han. Tham chi 
neu de dpa la ngim an thi vipc cong khai no se lam thay 
d6i cac cam nhan. Khong co c3ch nao siia Ipi. 

3. Co gang giai quy4t nhong bat dong y kien giOa ban va ben 
doi tac. Oieu nay rat kho va co the gay ra tac dgng ngugc. 

Giai phap 

1. Ap dyng bien phap dung trung gian dan xep d4 tang tinh 
thien chi trong thtro’ng lirgng boi ca hai ben. 

2. Oira th4m ngwyi trung gian vao de giup ben kia hieu 
dirge h#u qua cua vipc khong di d4n thoa thuan. 

3. Nhan bi4t ban va d6i tac ben kia can phai dong y vdi 
nhau dieu gi va di4u gi thi khong. Hay sir dung chinh cac 
bat dong y kien d4 tao ra nhOng giao dich cung thing cho ca 
hai b£n. 
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3. Khuay len man sirofng mu 

Neu bcm khong the thuyet phyc hg 
thi hay lam cho hgphdi ht&ng ly. 

- Harry Truman 

Sy doTi gian doi khi la chan ly. NhiTng co nhftng luc ban 
can phai lam cho mpi thu* trb nen phfrc tap, th§m chi la khong 
the dy doan triTcrc. Ban can tung hoa mu, Mgt tro chcfi don 
gian se nhanh chong trd thanh qua ro rang va ban co the 
khong muon nhtfng ngircfi khac co thS nhin xuyen qua dirge no 
de biet ban dang lam gi. 

Trong tro chtfi poker, ban se khong the thang dam n£u 
ban chi danh cuyc ldn khi ban co bg bai dgp trong tay. Do la 
btfi vi, sau mgt thbi gian ng&n, nhifrig ngiTcfi chcri khac se nhin 
thay ngay ban dang djnh lam gi. Hp nhan ra rSng ban dat cirgc 
nhieu vi bai ban dang manh va vi vay hp dat it di. Dieu nay cho 
ban co hpi co the danh lOra hg va thang nhieu Ian veti so tien 
cirgc nho. Ban cung co the tang tien cirgc ngay ca khi bai cua 
ban yeu hon va khon kheo lam cho nhtfng ngitcfi khac khong 
danh nfra, nhimg ban khong muon bj b&t qua tang khi dang 
danh lOfa. Hay la co? Giao suf Tom Schelling, mpt nha nghien 
cu\i ly thuyet tro chcfi hang dau da chi ra rang ban se dirge 
nhieu htfn neu ban danh lura va b; Mt qua tang. Bay gib ban da 
thyc sg khuay len mgt man sirong mu. Neu ban da tufng bj 
chpp khi ban dat them tien cu*gc trong khi b&i yeu thi hg se 
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s&n sang thach thufC ban hern trong cic van sau, m6i khi ban 
ting tien ciTQc, vi khong nghi ring bai cua ban thyt stf manh. 

Neu m(?i ngircfi biet ban djnh lam gi thi ket qua co the? 
la ty* chuoc lay that bai* Internal Revenue Service phai giQ bi 
mat ve cic cong thiic kiem toan. Neu ngircfi ta biet duyc dfeu 
gi se din den kiem toan thi nhutig ngircfi n$p thue khong 
trung thyc se tim each tranh ne de khoi bj phat hiyn. ThyC te 
la cong thut kiem toan cua IRS dutfc giu: bi mat khien cho no 
trer thanh m$t cong cy buQC thi hanh co hi§u qua hdn. Cung 
veri logic nhir vay co the giai thich vi sao cac cong ty thirerng 
kiem tra dyt xuat vi§c sii dyng ma tuy trong so nhan vien cua 
minh ho§c thyc hiyn nhung dyt kiem toan nyi by khong bao 
tnrcfc. Tinh khong the dy doan tmfre cf day chinh la chia khoa 
cua hiyu qua. 

Tr£n pho Wall co mQt so ngircfi kiem song bing each 
tao ra sy* phiic tap. Hq lay mQt cong cy tai chinh defn gian, 
ching han nhtf vay the chap bat d§ng san va chia no ra lam 
ca chyc manh phiic tap hern de co the dem ban lai mQt each 
rieng re. Bing each bien m$t thi tnrdng thanh khoang nite ti 
th; tnrdng khac, nhutig ngufri tao ra cac thi tnrcfng nay da 
tang quy mo thtfcmg mai len m$t each dang ke. Bdi vi moi 
mQt phan nho diryc mua ban rieng re nen gia ca rat de bien 
thien. Neu nhir cac phan nho tach ra bi thi tnrcfng danh gia 
thap hern thi nhutig ngirdri buon ban chung se mua tat ca cac 
phan nho do vi kherp chung lai de co dutfc cong cy ban dau, 
sau do lai ban di de thu l<?i nhuan. Giao sir tai chinh Steve 
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Ross cua trtfong Quail ly Yale da giai thich ly do tai sao cac 
nha buon lai danh gia cao s\f phurc tap mgt each ngan gQn 
nhtf sau: "Khong phai ai cung nhan ra diftfc rang cui, vo, 
hgt vd nit&c ngQt di cung nhau co the lam thanh m$t qua 
cam ." 

T90 ra sit phu'c tap 

Nhutig scr do dinh gia phu'c t?p tao ra mQt man sirong 
lam lu mef di gia tri thyte chat. Tren quan diem cua ngurdi 
ban, dieu nay doi khi la co Igi. He thong giai tri cua Nintendo 
ban dau dirge ban ra veti gia chi co 100 USD. Mute gia do 
thoat nhin thi rat re. Tuy nhien, cac phy huynh dan nhan 
thay rang mqt khi hQ da bo mQt dong vao do, hg se phai bo 
tiep 10 dong niJa. Mua chiec may mcri chi la stf bat dau. Sau 
do se la cac bang tro ehcri. Trung binh moi gia dinh mua ter 8 
den 9 bang tro chcfi cho moi chiec may, veri gid tu 1 50 - 60 
USD mgt bang. Chi phi cho ca vong ddi chiec may la vao 
khoang 550 USD. Neu nhir cac phu huynh biet dtf<?c so tien 
nay ngay tfr dau, co !e hQ da tim each ngan can con cai khi 
chung doi mua may cua Nintendo. 

Microsoft Window 95 luc dau dirge ban veri gia 85 
USD. Day co phai la mpt mon hcri thyc khong? Dung nhtfvgy, 
tuy nhien khong qua re nhu* ngirfri ta tirbng. Ch&ng may choc 
mgi ngirdi nhan ra rang co nhirng chi phi ngam di kem theo 
do. De co the chay dirge Window 95, hQ phai mua them bQ 
nhd (360 USD), 6 dia culig Idn hern (200 USD) vabg vi xir ly 
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m$nh hern (300 USD). Ngoai ra con chi phi mua phan mem 
chufa ke den. Tong c$ng 90% chi phi d day da bj "giau nhem". 

Thong thuting ngirdi mua so cam thay rat bat binh neu 
ngirdi ban tang gia khi hp thay nhu cau kho dap ting. Do la ly 
do tai sao doi khi ngudi ban trm each giau di vipc tang gia 
trong mpt man sircTng mu. Trong cac thi tran co tritcrng hQC 
thifdng hay xay ra tinh trgng thieu phong khach s^n vao dip 
cuoi tuan. Thay vi tang gia, nipt so khach sgn chi ban trpn goi 
phong nghi 4 ngay. Cac phy huynh den thi Iran tham con de 
xern chung hpc hanh ra sao co the chi can phong khach spn 
cho mpt dem nhimg hp l^i phai mua them ba dem ntfa. Tac 
dpng rong khong khac gi vdi vipc tang gia phong them 300 
USD nhimg ro rang la cac phy huynh da khong nghi theo each 
nhu* v$y, co le bdi vi du sao hp cung co quyen lira chon d lai 
them vai dem ntfa. 6 Geneva, nhutig ngudi tham gia hpi nghi 
Telecom 95 cung thay chuypn tiring ty dien ra theo mpt thai 
ctfc mdi. De dap lai hang lost cac yeu cau thue phong, khach 
syn Noah nam 6 mpt vi tri ly tudng, dira ra mu*c gia tutrng doi 
hpp ly cho cac phong la 350 USD mpt dem. Tuy nhien, dieu 
kipn la phai thue toi thieu 40 ngay. Th(it la khong the tin dirpc! 
Mpt chuyen gia ve thiTPng lifpng da ke lai: "Toi da co gang 
thtfcrng lirpng va giam dirpe so ngay toi thieu xuong chi con 26 
ngay/' Khong phai la kem, nhimg thi/c te hpi nghi chi keo dai 
co 10 ngay. 

Ban co the hinh dung rang cac khach san thyc ra khong 
tung qua nhieu hoa mu vdi chien thuat nay, Sau h£t thi do 
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cung chi la tang gia trong mpt so tinh huong han htfu. M$c du 
v$y 3 du chi chut it sUcfng khoi cung tot hcfn nhieu la de khong 
nhUvay cho ngubi khac nhin xuyen thau tat ca. Sau stftan pha 
cua ctfn bao Andrew nam 1992, Georgia-Pacific da t 5 ng gia 
nhCmg thtf do tang cua minh b Florida. Georgia-Pacific ro rang 
la da kiem lpi tur bat hanh cua nhtfng ngubi khac. Ket qua la 
cong ty rtfi vao mpt ctfn bao do chinh h<? tao ra. Co nhutig lbi 
chi trich rat manh tuf phia ngufri dan va th$m chi co ca mpt 
cupc dieu tra dupe tien hanh bbi Van phong Luat stf Florida. 
Dang le Georgia-Pacific chi nen tang gia chut it va de doi lai> 
tim each co dupe hpp dong dai han vbi khach hang, kieu nhtf 
toi se ban cho anh vao luc khan hiem neu nhuanh dong y mua 
cua toi luc du thba. NhU v$y, co le stf lpi dung de kiem lbi se 
db trSng trpn htfn. 

Cac each djnh gia phttc tap khiefn nhtfng ngubi mua rat 
kho di khao gia. Day khong chi la van d§ cua ngubi mua ma 
cbn cua nhfrng doi thu mbi dang muon nhay vao thj trubng. 
Neu nhu ngubi mua khong the phan bipt cac gia dupe gpp vao 
nhtf th? nao thi lam sao hp co ctf sb de doi sang mua cua ngubi 
kh&c? Bbi vi hp khong the, cho nen trong hau het cac trubng 
hpp, hp cung khong lam nhtf vay. 

Gpi dipn thoai dung each 

Ban phai tra theo gia nao cho mpt phut dipn thoai 
dubng dai? Ban khong biet ch&c chan U? Chbng toi cung 
nghi nhu vay. Phan lbn mpi ngubi khong the nhb noi tat ca 
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nhdng mure gia khac nhau ma hq> bj tinh phi. Gia tinh ctfdc 
co the la cho gQi ban ngay, ggi buoi toi, gQi dtfdng dai trong 
bang, gQi dudng dai gida cac bang, gQi quoc te, gQi qua tong 
dai, va nhieu thd khac nda. Do qua la mpt si/ mu md ldn. 

Biyn thoyi d Nhyt Ban con phtfc typ hem mQt bye nda. 
Cac cong ty diyn thoyi d Nhyt tinh ti'en ca cac cuqc gQi n$i hyt. 
Si/ map md trong each tinh gia la ca m$t van de doi vdi DD 1 
[Dai Ni Den Den Inc., hay "Biru di§n thd hai" {2 nd Telegraph 
and Telephone)], khi hQ dang co gang gianh thi phan tdngtfdi 
cung cap chu yeu la NTT (Nippon Telegraph and Telenphone). 
Doi vdi m§t so cuqc gQi, DDI tinh gia re hOn; vdi nhtfng cuoc 
gQi khac thi lyi NTT re hern. Nhimg nha cung cap nao re hem 
ve tong the? Tat ca phy thuQC vao thoi quen gQi diyn thoyi cua 
khach hang, va dieu nay rat kho do an. Viyc chuyen doi sang 
dung djeh vy cua DDI khong thyt co sure thuyet phyc. Neu ban 
biet r&ng mQt cuqc gQi cy the nao do se re htfn vdi DDI, ban co 
the chuyen sang bang each them bon so dang trtfdc, nhtfng 
nhtf vyy thi kha phien phde. 

DDI da tim ra each de giai quyet van de nay. HQp tac vdi 
Kyocera, m$t co dong chinh cua minh, DDI da phat trien mQt 
b$ vi mych xd ly de cai vao trong cac may diyn thoyi. Bq vi xd 
ly ltfu cac gia ma DDI va NTT dang tinh cho khich hang va td 
d$ng chuyen m6i cuqc gQi sang nha cung cap re hon. Bat ky 
khi nao khi co sd thay doi ve gia, DDI chi can dcrn gian gdi 
thong tin mdi do thong qua dtfdng day tdi cac vi mych trong 
diyn thoyi. Bay gid khach hang khong phai lo lang gi het ve si/ 
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mu mo' trong each tinh gia - vi mach xtT ly se ttf lam phep so 
sanh thay cho hp. Va DDI chac chan se gianh dtftfc cac cu dipn 
thoai bat ke khi nao gia cua hp re hem. 

Nhimg chiec dien thoai co cai dat vi m$ch xer ly la mpt 
san pham bo try quail trpng cho cong vipc kinh doanh cua 
DDL Va boi cac dien thoai nay lam tang gia tri cac djeh vy do 
DDI cung cap, mite gia thap cua DDI cung lam cho cac di£n 
thoai nay trd nen co gia trj hem. Do la vi sao cac nha san xuat 
dien tit nhtf Matsushita va Sanyo rat hai long khi san xuat cac 
dipn thoai co vi mach xi t ly. Hp co the thuyet phyc khach hang 
tin rang cac may nay sc giup tict ki§m tien gpi con nhieu hern 
ca gia tri cua chinh chiing. Nhtfvyy Matsushita va Sanyo da 
giup DDI dc dira ditqc nhutig chicc di§n thoai co vi mach xifly 
vao cac gia dinh. 

Nhin chung, cac each there djnh gia phurc tap thirdng 
nhSm che dyy cac mere gia cao, Nhimg cung doi khi, ngirfri ban 
lam cho mpi vipc trd nen pherc tap hon nham myc dich che 
giau ca mere gia thap chur khong phai chi mere gia cao. Hq san 
sang ban san pham cua minh vefi gia rat thap, nhimg hp giau 
dicu do dc tranh tao ra nipt cam nh$n ve chat ltryng thap. Cho 
den gan day, phan mem trinh bay Powerpoint cua Microsoft 
van chi chiem vi tri thur hai, dutig each xa so vbi phan mem 
Harvard Graphics. Th§m chi sau khi Microsoft cai thipn san 
pham cua minh den mere viryt trpi doi thu cynh tranh, mQi 
ngiriri v 5 n Tan luTa trong vice chuyen sang sir dyng no. De thuc 
day vipc ban hang, Microsoft co the thu 1 giam gia phan mem 
Powerpoint, nhimg mpi ngtfcfi co the se khong tin rang mQt 
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phan mem dUgfc giam gia lai tot hern phan mem Harvard 
Graphics co gia 290 USD. Do v$y, Microsoft duy tri gia cong 
bo cho PowerPoint d mOrc cao, 339 USD, nhitng dtfa phan 
mem nay cung vefi cac pham mem khac thong dung hem la 
Word va Excel vao trong bg phan mem danh cho van phong 
Office cua minh. Khi ede khach hang nghi rang hQ co dtftfc 
phan ni§m vefi gia 339 USD nhtf m$t phan thtfcfng khuyen 
mai, hQ da rat hao hijfc dung thvr no. Ngay nay, Powerpoint ro 
rang dang d6ng vai tro s6 mQt trong cac phan m§m trinh bay 
(presentation). 

Hq thong tinh gia phrfc tap cung gay ra chi phi. Khach 
hang c6 the b\ lan l<?n va that vpng khi co ging nhin ro hon 
trong sifefng mu va dieu nay \km h$i den each nhin nh£n cua 
hQ ve san pham. Trong trifcfng hQp tmh gia cua hang khong, 
viec phat trien cua cac he thSng quan ly ldi nhuun trong 
thap nien 80 cua the ky XX da dan den viec ra dcri cua rat 
nhieu loai gia khac nhau tren thi triTcfng. Tdi dau nhufng 
nam 1980 tinh phufc tup da n&m ngoai tarn kiem soat: chi 
rieng hang American Airlines da co tdi nifa tri$u mufc gia. 
Chi co cac may tinh dien tur may ra co the theo doi dirge 
chung, chtf khong ngufri nao - ke ca hanh khach Itn dai ly 
ban ve - co thfi nh6 xue. 

Sifotag mu len cao 

Vao thang 4 nam 1992, hang hang khong American 
Airlines thuf xua tan dam strong mu vdi sang kien Dink gia 
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theo gid trj . Bob Crandall, Tong Giam doc cua American 
Airlines, da giai thich dpng thai do nhirsau: 

Trong cuqc ch$y dua theo lpi nhu$n khong thanh cong 
cua chung toi, chung toi da co each dinh gia phiifc t^p tbi mure 
khach hang khong the hieu noi va nghi ngd r&ng mot gia do la 
khong cong bang... Bang vi$c chuyen sang each dinh gia mbi, 
nhan m^nh den tinh don gian, hpp ly va gia tii, chung toi hy 
vpng se lay lai dope sp men cua khach hang... Chung toi 
gQi no la Djnh gid theo gid tri. 

Djnh gia theo gia trj lam don gian hoa cau true tinh 
gia. TOr luc nay, chi con bon hinh thbc gia dupe ap dpng: gia 
ve h$ng nhat, hang thtfbng, va hai h$ng giam gia. Cac hang 
hang khong khac cung phan ifng I31 nipt each tich cpc. Chi 
trong vong 48 gid ke tu 1 khi American Airlines lam nhif v$y, 
United Airlines da dtfa ra ”Gia hpp ly tr - ten gpi cua mpt he 
thong djnh gia don gian. Cac hang hang khong khac nhir 
Alaska, America West, Continental, Delta, Northwest va 
USAir cung nhanh chong di theo American va chap nh§n he 
thong djnh gia dem gian. Dgi di£n cua hang hang khong 
Alaska Airlines da keu len ring: ”Gia nhif chung toi \k mpt 
hang hang khong 1cm, do chac ch&n se la cai ma chung toi se 
ttf lam tnrbc. Day thi/c si/ la m$t qua bom.” 

Vipc mo phong Djnh gid theo gid trj la lanh manh. 
Cang nhi£u hang hang khong lam theo American Airlines, 
each dinh gia ciia nganh hang khong cang trb nen don gian. 
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Dieu nay co nghia la hang khach va ly se it c&n nh&n 
hdn, va dl nhieu do la m$t tin vui cho cac hang hang khong. 
Djnh gia theo gia trj da thay doi cuqc chcfi theo mQt each 
khac. Khi tro chdi dinh gia dirge tien hanh trong mpt man 
siTdng mu, mgt hang hang khong nao do se b\ cam do bdi 
am mini giam gici mQt each len lut. Hang d6 co the hy vgng 
giam gia va gianh dirge m$t so th| phan trtfdc khi cac hang 
khac co thefi gian de phat hign dirge dieu gi da thtfc sy xay 
ra va phan ufng lqi. Vdi dinh gia theo gia trj, cuqc chdi da tro 
nen minh bgch hon rat nhieu. Kha nang chien thang nhd 
vice ban pha gia se it di va nhu 1 v£y dgng co de thif lam nhuf 
vay cung giam. Cac gia don gian hoa cung co nghia la mure 
gia on dinh hcfn - day rd rang la mQt lgi ich doi vdi cac hang 
hang khong. 

TWA da la ngirdi pha dam. Hg nhin thay d;nh gia theo 
gia tri nhtf m$t CO hQi de giam gia va gianh dirge thj phan. 
Hq nh$n thay ro r&ng American Airlines chi vdi bon hgng ve 
luc nay co the se It co kha nang phan ting Do v$y, chi ba 
ngay sau khi American Airlines thong bao, TWA da dira ra 
mtic gia 10-20% thap hon gia cua American Airlines. De 
phan ting lgi vdi birdc di cua TWA, cac hang America West, 
Continental, va USAir giam gia theo TWA, va mQt tuan sau 
do, American Airlines cam thay co nghia vy phai theo cuqc 
choi bang each c&t giam gia ve dong lost. 

Vai thang sau d6, dinh gia theo gia trj da m£t di y 
nghia do cang ngay cang co nhieu hang hang khong dtia ra 
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cac chirang trinh giam gia va khuyen mai d$c bipt. Dieu nay 
da lam mat iru the cua dcrn gian hoa vipc djnh gia. Vi dy, 
hang Northwest dtfa ra khuyen mai de khuyen khich vipc di 
lyi cua ca gia dinh. Chirang trinh "Ngifdi 16 n bay mign phi” 
cua hp da t?ng khong mpt v6 ngirdi 16 n cho nhttng ngirdi 
trong gia dinh di kem tre em. 

Den thang 9 nam 1992, American Airlines da thufa 
nhpn rSng chirang trinh Dinh gia theo gia trj da bj sa lay, 
khong the phat huy dupe tac dyng va quyet djnh quay lgi 
vdi tinh trying ban dau. Vi sao djnh gia theo gia tr; da bi that 
b^i? Do la vi cac hang hang khong dang gap kho khSn ve tai 
chlnh - d§c bi£t la TWA va Northwest - dang phai chju ap 
lpc lcfn v£ nhu cau tien mat trong ng^n h$n da khong the 
chong lyi noi sp cam do giam gia. Hp khong the cho phep 
minh chd dpi nhifrig lpi ich lau dai nia djnh gia theo gia trj 
hfta hpn mang lyi. Mpt ly do khac ntfa la trong thdi gian 
dieu hanh American Airlines, Bob Crandall da khong phai la 
ngircfi dupe yeu men trong nganh. Bat ke y tirefng djnh gia 
theo gia trj co hay den the nao di ntta thi mpt so ngtfcri da 
khong di theo no chi dan gian vi no la con de cua Crandall. 
Day la suy nghi dan den tinh huong cung thua va chlnh la ly 
do khien cac hang hang khong My da bi 16 den gan 5 ty USD 
trong nam do. 
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Cac so da dinh gia phirc t^p, khdng nhutig 

1. Che giau cac mi>c gia cao; 

2. Cai trang vipc dinh gi£ ca hgi; 

3. Che d£u ca mCrc gia thap dl duy trl cam nh#n ve 
chat lirpng; 

4. Can tra vipc so sanh gia ca; 

... ma con... 

1. Lam tang chi phi quan ly; 

2. Lam khach h£ng bj lSn l$n va thlt vpng; 

3. Khuy&n khich cac doi thu canh tranh ten lut 
giam gia. 


Djnh hinh quan diem 

Co rat nhi$u cupc chtfi cu 5 i cung da diftfc quyet djnh a 
toa an cong lu$n. 6 day, cac cam nh£n khong con chi la mQt 
phan cua cupc choi, no la toan bQ cupc chdi. Trong phan 
nay, chung ta se xet xem phai chtfi tro chdi n&y bSng each 
nao de khong chtfi no. 
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CBS nh$n ve con mdt den 1 

Trong nhung tuan cufii cung trong nhigm ky Tong thong 
cua George Bush (cha), Thtfgng vign da khong them dem xia 
den quyen phii quyet cua Tong thong cho Ian dau tien va la Ian 
duy nhat trong suot nhigm ky tong thong cua minh - de thong 
qua Lugt Bao vg ngitdi sir dung vo tuyen truyen hinh cap 1992. 
Truyen hinh cap da dugc tg do hoa mot phan vao nSm 1984 v£ 
tu 1 do phi da tang len gap ba Ian so vdi ty lg Igm phat. Lu$t 
1992 dirge dira ra de doi kiem soat trd l^i truyen hinh cap. Bg 
lu$t nay con chura dgng mgt dieu khoan it dirge chu y den, 
trong do cho phep 1.152 trgm phat song thufcfng m^i trong 
nirdc dirge lga chgn giufa quy che "phai truyen tai" va "dong y 
cho phat lai". 

Cac dai phat lga chgn quy che "phai truyen tai" dugc 
bao dam mgt cho dting trong cap truyen nhimg khi ay hg 
khong du*gc tinh phi doi vdi cac nha dieu hanh cap phat l^i 
cac chufcfng trinh cua minh. Cac dai phat chgn "dong y cho 
phat l^i" t if bo quyen nghiem nhien dirge phat cac chirong 
trinh cua minh qua cap nhimg I91 co quyen tg do dam phan 
ve mure phi cho cac chirtfng trinh cua minh. Neu vige dam 
phan khong co ket qua, dai phat co the khong cho phep phat 
lai cac chirong trinh, va ngirdi dieu hanh cap dia phirong 


1* Day la mgt each noi am chi sg thigt hai va that vpng cua CBS 
bdi vi bieu tirgng cua hang nay la mQt con m&t m^u tr£ng (ND). 
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phai dufrig vi£c phat lai cac tin hi£u cua dai phat. Phan ldn 
cac hang ABC, CBS, NBC va Fox deu ly*a chgn phuong an 
cho phep phat l^i. 

Cac cong ty truyen hinh, cac dai phat da v£n dpng sau 
h$u trufrng de dieu khoan dong y cho phep ph£t l$i dtfQfc 
dtfa vao Lu$t 1992. Khi d\r thao diftfc thong qua, hQ da rat 
hai long. Larry Tisch, Chu tjch cua CBS, da khoe khoang 
rang cac dai phat truyen hinh co the se ”moi diftfc 1 ty do la 
hang nam tien phi turcac cong ty truyen hinh cap". 

Cac cong ty cap quang, do Tele-Communication, Inc., 
(TCI) di tien phong, va Time Waner Cable tuyen bo r&ng 
trong mpi truing hdp hQ se khong tra tien cac dai phat cho 
cac tin hi£u cua Hq. Hq cung khong s&n sang chuyen cac chi 
phi nay sang cho cac khach hang cua hQ. ’’Chung toi se l&ng 
nghe bat ky ke hoQch nao mang l$i them gia trj cho khach 
hang. Chung toi khong sSn sang tham gia cuqc chcfi co tong 
gia trj bang khong de chuyen l<?i ich id’ khach hang cua 
chung toi cho ong Chu tjch Larry Tisch cua CBS." - d6 la \di 
dap l$i cua John Malone, Chu tjch TCI. 

De giai trinh trufrng h<?p cua minh tnrbc dir lu$n dai 
chung, Time Waner Cable da-thue cac chien liftfc gia ve thong 
tin 1 & Shepardson Stern va Kaminsky’. Lenny Stern da giai 
thich cho chung toi each iam the nao ong ta da khuay len dirtfc 
man strong mu. Nghien cun thj trufrng cua ong ta cho thay cac 
khach hang da co phan ting mQt each hoan toan ban nang khi 
dirdc nghe noi ve s \i khoac lac 1 ty do la cua Tisch. Hq hoan 
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toan tin r&ng ca ty do ia cua Tisch do se du*gc lay ra thang tOf vi 
tien cua hp. Khi dirge de nghj danh gia mfrc thigt hgii > mpi 
ngtfcfi da sg rang hp se phai tra them 15 USD hang thang cho 
phi truyen hinh cap. Dieu nay dirge nhin nhyn la khong cong 
bang: T$i sao cac thue bao truyen hinh cap phai tra cho cai ma 
nhufng ngifcfi hang xom cua hg dung vo tuyen ang-ten co the 
nhyn dirge mien phi tur khong trung? 

Du khach hang da lam phep tlnh cua minh dung hay 
sai, hay vige phai tra tien cho cac m?ng liTcfi truyen thong co 
phai la cong b&ng hay khong, thi cung khong can phai tranh 
luyn nu’a. Nhir mpi khi, toan bg cugc choi chi la cam nh|n. 
BSng vige dira ra con $0 ca ty do la ma khong co sg giai thich 
nao, Tisch da de rgng efta de ngtfcfi khac nhom thang vao 
tmh the. Time Waner Cable va Stern do v£y da chiem dirge 
ccf hgi de lai xung d§t theo htfcfng co lgi cho cac cong ty dieu 
hanh myng cap: Neu cac cong ty truyen thong d?t dirge myc 
tieu cua minh, khach hang se phai tra tien. Dirdi day la m$t 
mau quang cao tieu bieu ttf chien d jeh vyn dgng ciia ho: 


* SSp cac chirang trinh y£u thich cua ban se phai tra ti&n 
nhi&u d&n mi>c n6 khong con gi thu vj n&a 

* HSy nbi v<yi c£c cong ty truyen thong rSng b$n s§ khbng tra 
ti&n cho nhung chuong trinh truyen hinh mi§n phi. 

* HSy fenti&ng ung hO truy&n hinh miln phi VS ggi d6n s6 1-800. 
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Tisch da co the kha htfn neu ong ta noi khac di. Noi lo 
lang cua khach hang ve vigc phai tra them 15 USD hang thang la 
khong co ctf stf. Tat ca co 60 trigu gia dinh thue bao truyen hinh 
cap. Tinh tren ctf stf thue bao, m$t ty do la cua Tisch chuyen ra 
chi thanh 35 cent tang them cho mdi thue bao hang thang tren 
mgt dai phat. Day la con so ma Tisch dang lc phai nhan manh. 
Con noi den cong bang thi Tisch dang le phai chi ra r£ng chinh 
cac cong ty truyen thong chi phat qua cap nhtr CNN va ESPN 
dang lay phi cua cac cong ty cap hang thang tu" 10 den 40 cent 
cho mgt thue bao tren ctf sd tinh dgi chung cua Iiq. CBS la 
m$ng d^i chung nhat chi phat qua cap va co the m§c ca den 
mere 35 cent mgt thang. 

Tish th£m chi co the l§t ngtftfc ban cd, Cho den thcri diem 
do, bon cong ty truyen hinh dang cung cap chutfng trinh mien 
phi cho cac cong ty cap trong khi cac cong ty nay lay phi tOr cac 
thue bao la 75 cent hang thang cho mgt kenh. Tisch co the 
thach thut cong khai cac cong ty cap tnxdc dtfluan rang ong ta 
se tiep tgc cung cap cac chutfng trinh CBS mien phi neu cong ty 
truyen hinh giam gia cho khach hang 75 cent mgt thang. Neu 
cac cong ty truyen hinh tur choi stf thach thtfc do, va chung toi 
cho rang hQ se tu* choi, khi ay Tisch co the lap lu§n rang dieu 
nay chi cong bang doi vefi CBS de co dutfc mgt phan trong 75 
cent do ma thoi. 

Cac cong ty truyen hinh da co dira ra mgt so lap lu^n, 
nhimg qua mugn. Cac cong ty cap da thanh cong trong vige 
to ve cac cong ty truyen hinh nhu* nhtfng ke xau bgng. Khi 
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cac cong ty cap va cong ty truyen hinh tien hanh dam phan 
v'e mPc phi, cac cong ty truyen hinh b\ refi vao the yeu. Hq se 
la nhtftig ngtfdi ma xa hpi co the buQC tpi neu cac cupc dam 
phan bi do be. 

Cuoi cung, ca bon cong ty truyen hinh da phai dong y cho 
phep phat Ipi chUtfng trinh mien phi, m§c du ba trong so hp sau 
do da tim dupe each an ui phan nao. Fox da hanh dpng spm va 
lam kha nhat. Vao thang 6 nam 1993, TCI va Fox thong bao ve 
thoa thuan cua hp: Fox dong y cho phep phat l$i trong khi TCI 
dong y tra cho Fox 25 cent cho mdi thue bao tren kenh truyen 
hinh mPi. ABC va sau do la NBC cung dat dupe thoa thupn 
titong tp vPi cac cong ty cap, m§c du khong dat dupe mute gia 
cao Mng. Cac cong ty nay dupe tra tien moi khi hp tao ra mpt 
kenh truyen hinh cap mdi. CBS la ngUdi dufng ngoai lau nhat va 
da bo cupc ma tuyet doi khong dat dupe gi, co le chi ngoai truf 
con mat den: 

Tv: choi nhan hen, va bay gid kenh truyen hinh cap CBS 
chung toi da thiet hgi dung nhir nganh cong nghiep cap mong 
muon , chi edn thieu moi sp cong nhan dau hang khon khd cua 
chung toi 

- Larry Tisch, Chu tich CBS 

N6i buon thipc sy? 

Vao thang 10 nam 1994, Thomas Nicely, Giao su toan 
trUdng Cao d&ng Lynchburg, bang Virginia, da phat hi$n ra 
mpt 161 sai trong phep chia cua bp vi xP ly Pentium cua Intel. 
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Intel da biet ve loi nay tOr mua he nhutig hQ tinh r&ng xac suat 
loi la 1/9 ty phep tinh. M$t ngtfcfi suf dyng trung binh phai 
d<?i 27.000 n&m thi mcri gap phai loi do. Do v$y hQ da quyet 
dinh khong can phai canh bao cho mpi ngircfi. 


Nhimg mQt khi Nicely da dtfa thong tin nay len Internet 
thi tat ca mpi ngufri deu difpc bao d§ng. Thtif nh£t, hQ lo ng$i 
rSng bQ vi xif ly co the thtfc sijf mSc loi khi tinh toan. Tiep do hQ 
thym chi con nghi rang Intel da biet ve loi nay nhimg da co tinh 
khong noi cho hQ biet. Intel khSng dinh rang mQi ngiTcfi da 
phan ling lyi qua mute can thiet, nhimg cung de nghi se thay cac 
b$ vi xir ly Pentium cho tutig trufrng hQp cy the. 

Lan song da nghieng ve phia co lqi cho Intel khi vao 
dau thang 12, ngay truftc khi mua giang sinh b&t dau, IBM da 
dUa ra mQt thong bao bat ngcf cho rang 16 i cf bQ vi xuf ly 
Pentium nghiem trQng han rat nhieu so vcfi dieu Intel da cho 
mQi ngirdi biet. Theo cac tinh toan cua IBM, mQt ngirdi sir 
dyng bang tinh co the g$p phai loi cur 24 ngay sur dyng chuf 
khong phai 27.000 nSm. De bao vq khach hang cua minh, 
IBM tym difng Igii vice ban cac may tinh da dirtfc trang b\ bQ 
vi xif ly Pentium cua minh. 

Trong nhutig tuan va thang sau do da co nhutig cuqc 
tranh cai nay lufa xem ai la ngufri dung - IBM hay Intel. Dong 
thod, IBM da tyo ra mQt stf nghi ngcr cao d$ ma Intel co thg 
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khong each nao xoa di nol Mgt tu'an sail tuyen bo cua IBM, 
Intel da thay doi quan diem cua minh va difa ra chinh sach 
hoan tra vo dieu kipn. 

Thoyt nhin, IBM giong nhir mQt ngufdi tot byng da giup 
dd khach hang. Nhitng cau chuypn lai khong hoan toan nhir 
vay. IBM dang co gang day mynh vipc ban ra cac may tinh dupe 
trang bi bp vi xd ly 486 cua minh; cac may co Pentium chi 
chiem dtfdi 5% doanh thu cua hp. Ngirpc lyi, phan ldn c&c nha 
san xuat phan cufng - Acer, AST, Dell, Gateway, Packard Bell, va 
nhttng nha san xuat khac - deu xuc tien mynh me vdi cac may 
co Pentium. Se la co lpi hefn cho IBM neii cac khach hang do lo 
ngai se quyet dinh chOi theo each an toan va tiep tyc mua may 
tinh 486. M$t sp thyt khac nda la IBM cung dang co phat trien 
bp vi xd ly PowerPC, mpt doi thu cynh tranh cua dong Intel. 
IBM di nhien se khong phan doi neu uy tin cua Intel bj lu md. 

Nhimg IBM da lam mpt phep tinh sai cho chinh minh. Y 
dinh cua hp ve tung hoa mu da mang den ket qua ngtfpc lyi. 
Nhuttg ngudi quan sat hoai nghi da dyt cau hoi phai chang 
tuyen bo ciia IBM chi nh&m myc dich phyc vy ca nhan hp? Va 
mQt khi Pentium cai tien chinh sach hoan tra cua minh, khach 
hang lyi chay sang vdi cac may Pentium va de IBM tiep tyc ton 
kho vdi so lupng ldn cac may 486 khong edn dupe u*a thich nda. 
Tdi thdi diem do, IBM da d vao vj the khong the nhay theo len 
cung doan tau chien thang cua Pentium nda. 
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4 . Co phai PART da la tat ca? 

R^n co the thay doi cuqc chcri bang each thay doi cam 
nhan cua mgi ngirdi. Day la lanh dia cua chien thu$t. Trong mot 
chutig myc nao do thi mQi thijf deu co the la chien thuat. Mpi 
thef b?n lam va mQi thuf h$n khong lam deu gui di mpt tin Iuqu. 
Cac tin hi|u nay dinh hinh cam nh§n cua mQi ngirdi ve cuqc 
chofi. Va cai ma mQi ngirdi cung nhau coi la tro chtfi so la tro 
chcri. Ban can phai tinh den cam nhan cua mQi ngirdi de biet 
diTQc rang ban thQc si/ dang d trong cuqc choi nao va kiem soat 
diTQc each ban thay doi cuqc chui do. 

Den gid chung ta da xem xet bon don bay cua chien luQc: 
Ngirdi chtfi (P), Gia tri gia tang (A), Quy tac (R) va trong 
chircfng nay, Chien thuat (T). Da het chira? Co phai PART da la 
tat ca chien lut/c? 

Ve nguyen tac, dung la nhir vay. G cap d$ nen tang chi co 
m$t cuqc chcfi ma thoi. Mdi ngirdi giao tiep vdi nhufng ngirdi 
con lai, tri/c tiep hay gian tiep, de thco duoi nhimg muc tieu 
cuoi cung khac nhau cua hp. Tat ca mQi thd cuoi cung se co lien 
quan den nhutig thuf khac. Cuqc chcri bao gom tat ca cac moi 
lien ket qua l$i lan nhau nay co the la mQt tro chcri khong lo, 
nhimg ve ly thuyet do mdi clrinh la tro chcri. Vai tro ciia ngirdi 
chcri, gia tri gia tang, quy tac va cam nhan se mo ta dut/c toan 
bQ cuqc chcri nay, vdi mpt chut bi an. Neu nhir co the giai quyet 
diTQc tat ca mQi phufc tap trong mQt cuqc chcri ldn thi khi do 
PART co the da la mQt bp day du ve cac don bay chien lirt/c. 
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Thyfc te tat nhien la rat khac. Tri tup loai ngircfi chia mpi 
thijf ra de de be che ngd chung. Mpi ngirdi ti/ve ra cac ranh gidi, 
t$o ra cac ngan each va them vao ca cac phan chia ve tinh than. 
Hp biet r&ng nhuHg ngirdi khac cung deu lam nhu* v§y. TuUg 
ngirdi deu xif stf nhif the d do co rat nhfeu cupc chdi v|n hanh it 
nhfeu dpc l§p vdi nhau. 

Dieu nay dtfa ra them mpt don bay ntfa d£ bm thay doi 
cupc chtfi, mpt don bay cuoi cung cung quan trpng nhif nhtfng 
don bay raa chung ta da thao lu$n tntdc do: B?n co the di 
chuyen ranh gidi cupc chcfi va thay doi phgm vi cua no. Day se 
la chu de trong chifefng sau cua chung ta. 




CHLTONG VIII 
PHAM VI 


Khong ai la mot kdn dao, mQt mlnh rieng le; moi ngifai 
deu la mQt manh cua luc dja, mQt pK&n cua cdi cd't yeu. 

- John Donne, Si/ tgn tom 

Khong cuqc choi nao giong nhir mpt hon dao. M$c du 
v§y, ngitcfi ta van ve ra cac ranh gidi va phan chia the gidi ra 
thanh nhieu cupc choi tach bipt rat de bi sa vao vipc phan 
tich cac cupc choi nay mpt each bipt l£p va hinh dung nhir 
the khong ton tgi nhtfng cupc choi Idn hOn. Van de la cac 
ranh gidi ve ra trong dau do khong phai la cac bien gidi 
thpc, d day khong ton t^i cac ranh gicri thtfe. Moi cupc choi 
deu lien quan den cac cupc choi khac: Cupc choi a ndi nay 
tac dpng den cac cupc choi d noi khac cupc choi hom nay; 
anh hudng den cac cupc choi ngay mai. Th$m chi chi mpt 
dp* doan don thuan ve cupc choi ng&y mai cung lam anh 
hudng den cupc choi hom nay. 
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Hieu ditpc, chcfi dirpc va lam thay doi dupe moi lien hp 
rang bupc giu'a cac cupc chcfi la don bay thuf nam va cung la 
cuoi cung trong chien lirpc cua chung ta. Bircfc dau ticn la 
nhan biet dirpc moi lien hp giu'a cac cupc chcfi. Q day thifc stf 
luon co cac moi lien hp. Thpm chi ngay ca ldii b^n khong nhin 
thay chung, ban van co the vap phai chung, nhtf chung ta da 
thay trong chiTdng Ly thuyet trd chcfi khi chung ta xem xet cau 
chuypn cua Epson khi bat dau tham gia thi trirdng may in 
laser. Mpt khi bgn thay dirpc cac moi lien hp, b<in co the sir 
dung chimg de lam lpi cho minh. Cac moi lien hp nay khong 
cftng nhac: Ban co the tao ra cac moi lien hp mcfi giu'a cac cupc 
chcfi hay lam dut doan cac moi lien hp dang ton tpi. Lam nhir 
vpy, ban co the thay doi pham vi cupc chcfi. 

1. Mol lien giu'a cac cupc chofi 

Nhtfng lien hp nao co th£ ton tpi giu’a cac cupc choi? Rat 
may la chung ta da bict cau tra ldi cho cau hoi nay. Chung ta 
da noi rang cf day thyc sp co mpt cupc chcfi lcfn - mpt cupc chcfi 
mcf rpng xuyen suot khong gian, thdi gian va xuyen qua cac 
the hp. Bat ky hai cupc chcfi nao, th$m chi ngay ca khi dirpc 
nhpn thirc nhu* cac cupc chcfi rieng re, thtfc sy deu co the duyc 
coi la cac bp phan cau thanh trong mpt cupc chcfi lcfn hcfn. 
Theo dinh nghia, cupc chcfi lcfn bi hiem nay la mpt cupc chcfi 
khong co bien gicfi, hay nhir each chung ta se gpi la khong co 
pham vi xac dinh. Khi do, chi can Ngitcfi chcfi , Gia trf gia 
tang > Quy tac va Chien thugt (PART) da mo ta du tat ca cac 
yeu to cua cupc chcfi lorn bi hiem nay roi. 



Ly thuyet tro chai trong kinh doanh 


- 417 


Neil nhir PART mo ta dapc toan b$ cuqc chai, no phai 
mo ta m§t each cy thff dirqc bang each nao cac manh cua cuqc 
chai duqc khefp lyi vefi nhaa. Tftc la no phai mo ta dirtfc cac 
moi lien h£ giura hai cuqc chai bat ky, bdi vi bat ky hai cuqc 
chai nao cung khong han la cac bp phyn cau thanh trong mpt 
cuqc chai lefn. PART do vyy chinh la each de phan loai cac moi 
lien hp giura cac cuqc chai. 

Bat dau bang Ngifcfi chai (P): Luon luon co m$t ngirdi 
chai trong cuqc chai cua byn eon tham gia trong mQt cuqc 
chai khac, va hai cuqc chai nay do vay co kha nang co lien hp 
vefi nhau. Ngufri chai noi chung co the la bat cur ai trong 
Mang gia trj cua byn - bat ky ai trong so khach hang, nha 
cung cap, doi thu cynh tranh, hay ngtfdi bo trq. Tat nhien 
ngircri do cung co the la chinh ban. Sy ton tyi cua mQt ngircri 
chai chung chi cho thay kha nang co moi lien hp giura hai 
cuqc chai. De xac djnh hai cuqc chai c6 thyTe sy co moi lien 
he qua lyi hay khong va neu co thi Mng each nao byn phai 
lirqt qua cac phan con lyi cua PART. 

Cac moi lien he qua Gia trj gia tang (A) co the xuat hipn 
bat ky luc nao khi khach hang hay nha cung cap cua byn tham 
gia vao nhieu han mQt thj truing. Nhtfng thao luyn cua chung 
ta ve san pham bo try trong chaang C$nh tranh h<?p tac da 
deu noi ve cac moi lien he dyng nay. Vi dy, cuqc chai cua Intel 
va Microsoft la co moi lien he qua lyi. Thu* nhat, hQ chia se 
cung m$t doi ttfQng khach hang. Han the mfa, Intel lam tang 
gia trj gia tang cua Microsoft, va ngiryc lyi. Khi ngircri ta vay 





tien mua xe thi cac trd chcri ban xe va cho vay cung co lien h$ 
vdi nhau. Ford da nh$n biet dir<?c moi lien h£ do va quyet d[nh 
tham gia vao tro chcri cho vay tin dyng. Cong ty tin dyng cua 
Ford Motor lam tang gia trj gia tang cua Ford trong tro chcri 
ban xe. Phia ben kia cua dang there la khi, bang vi£c chcri m§t 
tro chcri khac, ban trd thanh doi thu cgnh tranh hon la ngtfcri 
bo trd cho chinh ban than minh. B§n ha thap thay vi lam 
tang gia tri gia tang cua minh trong tro chcri ban d'au. Van de 
minh ty: an thit minh nay la moi lien h£ ve gia trj gia tang 
ma chung ta se tap trung xem xet trong chtftfng nay khi 
chung toi trinh bay hoi ket cua cac cau chuyen da ke trirefe 
day ve Nintendo va Softsoap. 

Cac Quy tac (R) ap dat cac ban che ve nhutig gi ngtfcri 
chcri co the lam va cac h$n che nay co the noi ket cac tro chcri 
m& neu khong se la rieng re. Chung ta da dirgfc thay tac dqng 
nay trong chtfcrng Quy tac: Dieu khoan toi hue khach ngan can 
ngirdi ban xem xet hai cuqc dam phan vdi cac khach hang 
khac nhau nhir hai cugc chcri rieng re. Trong chtfcrng nay, 
chung ta l$i bat dau tu* quan h§ gifra cac doanh nghiep kill xem 
xet vi$c noi ket cac tro chcri thong qua lya chpn thdi hgn hdp 
dong. Sau do, chung ta se quay lai veri quy tSc giam gia noi ket 
cac tro chcri tren cac thj trirdng tieu dung dai chung. 

Cuoi cung, hai cu$c chcri co the co moi lien h£ veri nhau 
khong vi ly do nao khac ngoai iy do co mqt ngircri nao do cam 
nh$n rang chung can phai co moi lien h§ do. Khi do, Chien 
thuat (T), bang viec lam thay doi cam nhan, co the lam thay 
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doi moi lien hy giufa cac cuqc chtfi. Viye dtfa ra nhung de d<?a 
cung nhif xac lap nen nhtfng ticn 1 q deu la cac chien thuyt tyo 
ra si/ lien he gida cac cuqc chOi. Chung ta se phan tich mpt so 
vl dy ve cac chien thuat nay va ket thuc bang vice xem xet lyi 
tinh huong dau tien da neu ra trong cuon sach - tro chcfi giu*a 
NutraSweet va Holland Sweetener. 

Nhir viyc phan loyi cac moi lien hy if tren da god y cho 
thay, m6i cau chuyyn trong chifcfng nay ve nguyen tac co the 
da dude nhac den td trude trong cud'n sach nay. Nhimg tren 
thyfc te, suy nghl ve cac cau chuyyn do tren quan diem mdi cua 
don bay Phym vi mQt each tach bi§t se la rat bo ich. Bdi vi se la 
eye ky phefe typ neu xem tat ca deu nhiT mpt cuqc chcfi Idn. Do 
vay, chung ta can co them chuefng ve Pham vi (S). NhuHg tinh 
huong chung toi da gid lai de trinh bay trong chtfdng nay nhan 
manh den cac chien lu*Qc hoac noi ket gida cac cuqc chcfi ma 
neu khong thi mQt each tu* nhien, chung se la rcfi rye; hoyc pha 
vcf cac moi lien h$ gida cac tro chcfi ma neu khong thi chung se 
cuf ton tyi mai. Trong moi tinh huong dudi day, chung ta gia 
djnh la cac tro choi deu co chung mQt hay nhieu ngudi chcfi. 

2. Mol lien h£ thong qua Gia tr| gia tang 

Ngudi mefi tham gia vao kinh doanh luon phai doi myt vdi 
nhieu dieu bat lpi. Hq thieu cac san pham da difc/c cong nhan 
tren thi trtfdng, thieu thiitfng hiyu, thieu khach hang trung 
thanh, thieu ca kinh nghiym san xuat va cac moi quan h$ vdi nha 
cung cap. Neu ban la ngudi mdi va byn thach thde tryfc diyn vcfi 
cac cong ty hign tyi, byn se de bj that bai. Se co rat it thdban lam 
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dupe ma doi thu khong the lam dupe, chUa noi den con lam tot 
htfn ca bpn. Noi tom lpi, bpn co rat it gia tr} gia tang. 

Nhtfng bpn khong nhat thiet phai doi dau trpc tiep 
nhtf vpy. Thay vao do, bpn co the lgfi dyng cac moi lien hp 
giufa vipc kinh doanh ma ban nh&m den vdi vipc kinh doanh 
cua cac doanh nghipp hipn co. Bpn lam mpt cai gi do ma cac 
cong ty co truPc bpn chtfa thau tom dtrpc va co khong lam 
anh huPng xau den hopt dpng kinh doanh cua hp. Bpn tpo 
ra mpt tinh the kho xur cho cac cong ty trtfdc bpn. Hp muon 
(va co the) cpnh tranh vpi bpn, nhutig hp lpi khong lam nhu* 
vpy. BPi vi neu hp lam vpy, hp se lam giam gia trj gia tang 
cua minh trong cupc choi ma hp dang tham gia dong thdi 
chi phi cho dieu nay se la qua icfn. Nhir v$y, it nhat vao thdi 
diem nay, hp se de cho bpn du*pc yen on. 

Chofi Judo 

Nghp thu$t Judo cua Nh£t Ban day ngifcfi ta sir dung 
chinh trpng ltfpng cua doi thu de chong l^i anh ta, bien 
diem m$mh cua doi thu thanh diem yeu. Trong kinh doanh, 
chi£n lirpc Judo khai thac cac moi lien hp gifra cac cuqc chcri 
de bien the mpnh cua ngxfcfi di tnfdc thanh svT can trP. Judo 
da giai thich t$i sao Sega da co the l£t do dupe dpi gia 
Nintendo trong lang tro chcfi video. 

Toi khong thich y tif&ng ve mQt cong ty thong tri ca 
mgt nganh cong nghi$p. 


- Hayao Nakayama, Chu tjch Cong ty Sega 
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Super Sonic 

Trong chudng Gid trj gio. tang chung ta da ddng l$i d 
cho Nintendo vuyt qua ca Sony va Nissan ve gia trj tren thi 
trtfdng va co nhan vyt Mario con noi tieng hdn ca chu chu$t 
Mickey. Do La vao nam 1990. Ba nam sau do, Mario van noi 
tieng hdn Mickey Mouse doi vdi tre em My, nhirng bay gid da 
xuat hiyn them myt nhan vat con noi tieng hcfn nufa: Do la chu 
nhim Sonic. Li$u sy xuat hiyn nay co phai la dieu bat ngd? 

Chu nhim Sonic la san pham cua Sega, mQt doi thu ve 
san xuat tro chdi video. Khong co du kha nang djt chan vao 
thj trirdng tro choi 8 bit nhimg Sega da khong dau hang. 
Thay vao do, hy phat trien h£ thong tro choi 16 bit nhanh 
hdn va mynh me hdn. Sega da 14 m cho Nintendo mat den 
hai nam de dap tra bang cac may chdi 16 bit cua chmh 
minh, nhyng cho den thdi diem do, vdi sy ho try cua Sonic, 
Sega da co duyc vj the vtfng chac, bao dam tren thj trirdng 
va dang ti£p tyc cung co no. 

Co phai chi la sy tinh cd may man da mang den cho 
Sega myt giai doyn dai khong phai cynh tranh dS xac lap vj 
the cua minh trong thj trirdng tro chdi 16 bit? Co phai 
Nintendo ddn thuan da ngu gat tren vo ISng trong suot giai 
doyn nay? Cau tra ldi phu'c tap hdn nhtf vyy, va day la ndi 
ma cac moi lien he gifra cac tro chdi dong vai tro cua minh. 
Cac tro chdi 8 bit va 16 bit c6 moi lien hy het sure chyt che. 
Khi Sega tung ra tro chdi 16 bit, tro chdi 8 bit cua Nintendo 
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dang d dinh cao gia tri. Dieu nay t^o cho Sega myt ctf hyi 
mang tinh judo de sir dyng chinh diem mynh cua Nintendo 
chong lyi Nintendo. 

Khdi dau tir Tro chtfi dich vy. Cai ten Sega, myc du 
nghe rat Nhat ban, thyc te la chd viet t£t cua tir "Tro chtfi 
djch vy" theo tieng Anh (Service Games). Cong ty dirqc 
thanh lyp vao nam 1951 bdi hai cyu nhan vien phyc vy 
trong quan dyi chuyen nhyp cac may chtfi cong cyng dyt 
ngoai pho va may hat ty* dyng cho cac ctf sd quan sy cua My 
d Nhyt Ban. Sau vai nam, David Rosen, myt cyu nhan vien 
phyc vy khac cua quan dyi My cung bat dau nhyp cac may 
giai tri vao Nhat Ban. Hai hoyt dyng do du*yc sat nhyp lyi 
vao nam 1965 va lyp nen Sega Enterprises. Ngay sau do, 
Sega tung ra Periscope, myt tro chtfi "ngtf loi" ve sau da rat 
thanh cong d Nhyt Ban. Sega mang Periscope sang My ntfi 
ma no da pha vd hang rao tro chtfi re tien de trd thanh tro 
chtfi 25 cent tren may chtfi cong cyng dau lien. Thanh cong 
cua Sega da thu hut dtfgfc sy quan tarn cua typ doan 
Gulf+Western sau nay da mua lai cong ty vao nam 1969. 

Sega da su* dyng sy hieu biet cua minh ve cac trd chtfi 
tren cac may cong cyng de tham nhyp vao thj tritdng tro 
chtfi gia dinh, gicfi thiyu trd chtfi 8 bit SG-1000 vao nam 
1983. Nhitfig SG-1000 da khong phat trien len diryc, chi co 
chira day 2 triyu may dtfyc ban d Nhyt Ban va My. Sega da 
khong the pha vd diryc vong tron kin hoan hao cua 
Nintendo. 
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Gulf+Western cam thay that vQng ve Sega va da ban 
lai cong ty nay cho mpt nhom quan ly chuyen mua lai vao 
nam 1984. Davidd Rossen, Hayao Nakayama (Chu tjch Sega 
d Nhat Ban) va nha san xuat phan mem CSK da chung sdc 
de mua l$i Sega vdi gia 38 trigu USD. 

Sy* khtfi cfau mori: Genesis 1 

Den thang 10 nam 1988, cong ty Sega mdi hoi sinh dtfa 
ra gidi thigu hg thong tro choi gia dinh 16 bit Mega Drive. 
Dya tren cac may tro choi cong cpng ngoai pho, Mega Drive 
vdi gia chi 21.000 yen (ttftfng dtftfng 165 USD My) co rat 
nhieu iru the so vdi he 8 bit, vdi am thanh tot hOn, nhieu 
mau s 4 c hern va kha nang hien thj hinh anh da chieu. 

Sega da su*a lai mgt loat cac tro chtfi tren may choi 
cong cpng cho phu hyp vdi Mega Drive nhtfng phat hign ra 
rang hg rat kho tim dUtfc ben thti ba de phat trien phan 
mem tro chdi cho hg thong. Trong nam dau tien cua minh 
tren thj trirdng, Mega Drive chi dgt doanh so ban ra la 
200.000 defn vi san pham. 

Hg thong 16 bit cua Sega den thi trifdng My thang 9 
nam 1989. Duyc doi la Genesis, hg thong nay dtfyc ban vdi 
gia 190 USD va cac tro chcri dude ban vdi gia tOr 40 den 70 


1. Genesis djeh theo tieng Anh la “cQi nguon”. 
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USD. Sega da co mQt so tro choi rat noi tieng nhifng khong 
phai tro choi trong gia dinh. Tro Altered Beast (Quai v$t bien 
hinh) la mQt trong cac tro choi cong c$ng, da noi tieng nhof 
nhirng hinh anh b^o dpng. Sieu sao nhgc pop Michael 
Jackson da giup Sega phat trien tro choi Moon walker (Ngtfafi 
di bQ tren cung trang), mQt tro choi trong do Michael 
Jackson da sir dyng cao ky nang nhay di£u nghy cua minh de 
vtfQt qua nhufng ke tan cong. Sega con phat trien cac kenh 
phan phoi thay the, ban hang qua chinh nhufng cong ty ban 
phan mem nhir Electronics Boutique, Babbages va Software 
ETC. Tuy nhien, doanh thu cua hQ van thap. 

So phan cua Sega bat dau phan nao khcfi s&c tOf nSm 
1990 khi Nakayama thue Tom Kalinske, ngirdi da tOfng lam 
cho Matchbox, de dieu hanh cac hoyt d 0 ng kinh doanh d My. 
Kalinske thOra nhyn: "Chung toi can phai giam gia cua Sega 
Genesis xuong them 50 USD. Chung toi phai tap trung vao 
phan mem tro choi tot nhat - chu nhim Sonic - va quang ba 
cho the gidi thay r&ng chung toi hon h&n cac doi thu canh 
tranh." Vao thang 6 nam 1991, Genesis cung vcfi Sonic dirqc 
dira ra ban vcfi gia 150 USD. DifQc quang cao vdi khau hi^u: 
"Genesis lam dirqc dieu ma Nintendo khong the", he Sega da 
trdf thanh mQt thu* mot ma ngircfi ta muon co. Doanh thu tang 
nhanh va cac nha phat trien phan mem vQi va quay lyi de viet 
phan mem tro chcfi cho Sega. 
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Super Nintendo 

Nintendo da phat trien dirge hg tro chert video 16 bit tir 
cuoi nhumg nam 1980 nhimg khong vgi va trong vigc mang 
chung ra thj trircmg. Trtfcfc khi Sega nhay vao, Nintendo da 
rat hai long vert c a sd khach hang cho hg 8 bit va se la ctf scf 
khach hang tiem nang cho cac may 16 bit trong txfcfng lai cua 
minh. Suy tinh cua Nintendo la hg tro chtfi 8 bit hom nay se 
bo trg cho hg 16 bit ngay mai. Bang vigc chd dpi, hg co the 
ban dirge cac may he 8 bit hom nay va 16 bit ngay mai, thay 
vi chi ban cac may 16 bit hom nay. Nhir Giam doc doi ngo$i 
cua Nintendo, ong Bill White, da giai thich: ” 14 p lu|n cua 
Nintendo la chung toi van chiTa vat het qua chanh 8 bit." 

Neu Nintendo chuyen sang tro chtfi he 16 bit qua nhanh 
thi rui ro co the la cac nha lam phan mem va ngircrt ban le se tiT 
bo ngay thi trirdng tro chert 8 bit. Cac nha san xuat phan mem 
co the quay sang tap trung cho cac tro chert 16 bit va chi phat 
trien rat it cac tro chert 8 bit. Cac nha ban le co the giam bdt 
cho trong cac gian hang danh cho tro chOi 8 bit va giam gia 
cac tro chert 8 bit ma hg hign con ton dgng. Th\ trtfdng 8 bit da 
dang la con ngdng vang cua Nintendo. T$i sao l^i phai mgo 
hiem tieu diet no? 

Sau khi Sega gibrt thigu hg 16 bit, nhifrig lap lu|n nay da 
bi phe phdn. Ngay Itic do Nintendo vSn chtfa vgi va, hg cho 
r£ng khach hang se dgi nhtfng tro chert 16 bit cua hg. Mgt nam 
sau khi Sega gidi thigu Mega Drive, Nintendo da cho cac 
khach hang Nh£t Ban mgt ly do de dgi them mgt thcri gian 
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minh co ten la Super Famicom vao cuoi nam 1989 nhtfng chi 
bM dau giao hang sau do mgt nam. Super Mario World , trd 
chtfi 16 bit dtfpc nha thiet ke xuat chung cua Nintendo, Sigeru 
Miyamoto, phat trien, difgrc tung ra cung luc. Chi trong vong 5 
thang doanh thu ban cac may tro chdi Super Famicom vdi gia 
32.000 yen (200 do la My) da chieni dupe vj tri rat cao so vcri 
cac doi thu canh tranh trong thj tnrcrng tro choi 16 bit. Chu 
tjch cua Nintendo, ong Hiroshi Yamauchi, da nhan m^nh r&ng 
ong khong he ngac nhien ve thanh cong cua Super Famicom 
va nh£c l$i quan diem cua minh rang "ten tuoi cua tro chcri se 
chinh la cac tro choi”. 

Nintendo cung khong vpi va nhay vao thj trirdng tro chcri 
16 bit d My. Di theo each lam d Nhat Ban, cho den thang 9 
nam 1991, hai nam sau khi Sega gidi thigu Genesis, Nintendo 
mod gidi thigu hg dieu hanh 16 bit cua minh tren thj trudng 
My. Dirpc doi ten thanh Hg sieu giai tri cua Nintendo (Super 
Nintendo Entertainment System hay Super NES), nhumg chiec 
may nay dirpc ban vcri gia 200 USD va cac tro chcri dirpc bkn 
vdi gia 50 - 80 USD. 

Cupc chien 16 bit 

Khi Nintendo cuoi cung da gia nh$p thj trtfdng 16 bit, 
cugc cpnh tranh giu*a Nintendo va Sega de bdn nhung may hg 
16 bit bat dau trd nen cang thang. Hg canh tranh giani gia, 
tung ra cac phan mem khong mat tien, va chay dua de keo dai 
danh sach cac tro chcri. Den cuoi nam 1991, Genesis co 125 tro 
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chtfi, trong khi Super Famicom chi co 25. Nintendo thong bao 
da c6 khoang 2 trigu may Super NES dirge ban ra. Tuy nhien, 
Sega cho ring 1 trigu may la con so dang tin hem vcri Nintendo 
va ring chinh Genesis mcfi ban dugc 2 trigu may. Thang 5 
nam 1992, Nintendo giam gia cac may cua minh xuong chi con 
150 USD, bing gia cua Sega. Nintendo tuyen bo da chiem 
dirge 60% thi phan cua thi tnrcfng 16 bit, trong khi Sega cho 
ring minh nim 63% thj triTcrng! Cung trong thang do cugc 
c^nh tranh th$m chi con trd nen nong bong hem khi Nintendo 
va Sega cung dira ra nhirng phien ban may 16 bit vdi gia chi 
con dirdi 100 USD. 

Lam ch$m cuqc chien 16 bit da la mpt ly do rat tot de 
Nintendo khong vqi va dira ra cac tro chcfi 16 bit cua minh. 
Mgt khi Nintendo nhay vao tro chtfi niy thi se ngay lip tufc co 
c^nh tranh vi vi th£, gia cac may 16 bit se giam rat m^nh. Di§u 
nay se lam nho di chiec banh 8 bit vi cung vdi no li gia tri gia 
ting cua Nintendo trong he trd chtfi 8 bit. Gii cua cic bing tro 
chtfi 8 bit giam xuong cdn dtfcfi 20 USD, va chi co 75 tro chdi 8 
bit m 6 i dirge difa ra thj trtfdng trong nam 1991 - kh 6 ng bing 
mpt nifa so v6i cac nam tnfdc do. Chiec banh 8 bit khdng mat 
hin, nhimg da bj in lgm m$t nifa. 

Trong suot khoang tho’i gian Nintendo de cho Sega tung 
hoanh m§t minh vdi thj tru’dng 16 bit, gia cac may 16 bit luon 
dirge duy tri cf mufc cao. Mhc gia cao nay da che lap tac dpng 
cua cong nghg mcri len gia trj gia tang cua cua cac cong nghe 
cu. Bing vi£c dumg ngoai con dirdng cua Sega, Nintendo da 
lim mgt phep tinh danh doi: t \i bo mgt phan cua chiec banh 
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16 bit de lam to hon chiec banh 8 bit. Quyet djnh cua 
Nintendo de tri hoan la hoan toan hgp ly, dga tren moi lien hg 
giufa cac tro choi 8 bit va 16 bit. 

Tuy nhien, day van la mpt quyet djnh kho kh 5 n. Bang 
vigc tri hoan, Nintendo da trao cho Sega v\ tri dQC quyen tren 
thi tnrcmg 16 bit d My va khien Sega da co the co dugc mgt lgi 
the gan giong nhir vong tron khep kin hoan hao cua Nintendo 
dang lan. Mai cho den thang 9 nam 1994 (sau ba nam choi tro 
duoi bat), Nintendo mdi bat kjp dugc Sega trong thi tnfcrng 
tro chcri 16 bit. 

Giao stf Dorothy Leonard-Barton cua tnrdng Kinh doanh 
Harvard giai thich rang nhtfng nang lgc cot loi cua mgt cong ty 
trong mgt the hg cong nghg co the trd thanh "nhutig can li/c 
cot loi cting nh&c" khi the hg cong nghg sau dirge de c£p d£n. 
Day la mgt nguyen nhan lam cho nhimg ngufti choi da yen vj 
thay kho khan khi chuyen sang cac cong nghg the hg sau va 
day cung la nguyen nhan tai sao cac thay doi trong cong nghg 
thirdng cho nhurng ke thach thurc co co hgi de qua m§t cac doi 
thu di trutfe. MJc du vay, cau chuygn tgi sao Sega da co dirge 
giai dogn cira so eg hgi d day l^i hgi khac. Nintendo thtfc te da 
co cong nghg 16 bit nhimg da co y tri hoan tham gia vao thi 
trtfdng nay. 

Nhieu ngirdi da chi trich Nintendo vi sg tri hoan cua hg, 
noi ring dieu nay chi co the thong cam dirge neu nhtfkhong co 
ai khac dira ra hg tro choi 16 bit. Nhimg mgt khi Sega da dufa 
ra Genesis, Nintendo can phai nhanh chong tham gia tro chgi 
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vdi he 16 bit rieng cua minh. Do chain tre, Nintendo da tuT bo 
don dien cua minh cho chu nhim doi thu. Ho ro rang da quen 
cau ngan ngd noi rang tot nhat la ban an beta trtfa cua minh 
con hern la de cho ngudi khac an hp no cho ban. Tha r&ng 
minh ty chen minh con hon la de ngirdi khac an song minh. 

Chung toi cho r£ng quyet dinh tri hoan khong hSn da la 
mpt sai lam. Nintendo da phai doi mat vdi mpt tinh trang co 
dien ma tham chi cac cong ty thanh cong nhat cung hay gap 
phai. Ban da xuat hiyn vdi mpt san pham tuy§t vdi va thong trj 
ca thi trudng, nhufng m$t ke thach there mdi xuat hign vdi cong 
nghy sieu d&ng hem. Trong khi ke thach there mdi con dpc 
quyen v8 cong nghp mdi, hp co dpng cd de tinh gia cao cho 
thtfdng hi$u ciia minh. Dieu nay han die toe dp chap nhan no 
tren thj trudng - do la mpt tin tot lanh cho ban, bdi vi no se 
keo dai them vong ddi san pham cua ban. Mpt khi ban da 
nhay vao cong nghy mdi, ban se buQC ke thach there kia phai 
canh tranh tryc di$n vcfi ban. Gia cua cong ngh$ se giam 
xuong va cung vdi do la sy spt giam trong gia trj gia tang cua 
san pham cu cua ban. Epson da phai tra gia de hpc dUdc bai 
hpc nay. Nintendo than trpng hon. Mac du ban khong the cd 
chd dpi mai de quyet dinh chuyen doi, dieu nay cung khong co 
nghia la ban phai nhay vao ngay t&p ly. 

Con doi vdi Sega thi hang nay da khien cho diem manh 
trong tro chdi 8 bit cua Nintendo trd thanh diem yeu trong tro 
choi 16 bit, nhimg do chi la vi Sega khong lam ton hai den thi 
trudng 8 bit. Neu nhu Sega djnh gia tro choi t6 bit cua minh 
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de canh tranh vdi tro chcfi 8 bit thi Nintendo da khong phai 
doi mat vdi tinh trang kho xd nhir vay. Khi do h<? se khong c6 
gi d£ mat khi quyet djnh nhanh chong nhay vho linh vyc tro 
chtfi 16 bit va dieu nay chSc chan se gay nhieu kho khSn hem 
cho Sega. Chien lu*c/c judo co m$t yeu to tranh hyp: Ke thach 
thde se khong co gi de lay neu nhir ngudi hi£n tyi (b\ thach 
thtjfc) khong co gi de mat. 

Cau chuygn cua Sega va Nintendo vcfi cac tro chtfi video 
16 bit cho thay ke thach thde co th£ tao ra ctia so ctf hgi cho 
chinh minh b&ng vi$c chuyen the manh cua ngirdi hi$n tai 
sang thanh diem yeu. Thym chi neu nhir dieu do la khong the 
thi ke thach thurc cung van luon co the sir dyng chien luge judo 
de it nhat lam vo hi$u hoa lgi the cua ngtfcri hign tai. 

Lo sg f bj that bgi 

Trong chitong ve Gid tn gia t&ng y chung toi da ke cau 
chuygn vS nha doanh nghigp Robert Taylor vh san pham mdi 
cua 6ng la xa phong nude co ten gpi Softsoap. Van d£ cua 
Taylor \k l&m the nao ngan chan dugc c£c cong ty trong ng&nh 
nhd Procter & Gamble va Lever Brothers sao chep lai f ttfdng 
cua minh. Ong da c6 dirge m$t eda so ccf hQi khi die cong ty 
ldn nky chon giai phap chd dgi de can nh£c. 

Vi sao cac cong ty ldn kia 1 ai chpn giai phdp do? Mdi 
dau, thanh cong cua san phaim xk phong mrdc chtfa that chtfa 
ch&n. Mac du co tfu di£m la loai bo dugc nhdng manh xk 
phong mifng dinh ban tren cac tam dytig xk phong nhtfng day 
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chira phai la mQt d$t pha ky thupt. ChiTa co mQt ly le nao thyc 
sy hap dan de ngudi tieu dung chuyen sang dung xa phong 
ntfdc thay th£ oho xa phong banh. 

Sy khong chac cMn ve thanh cong cua xa phong nubc da 
khien cho cac cong ty lbn thay rang hpp ly nhat la hp tiSp tyc 
ngoi yen, gift tien cua minh va chb cho Taylor bj that byi. Doi 
vbi mQt cong ty 1cm thi vipc nhay vao linh vyc mcri cua xa 
phong nufdc chi la giup lam cho mQt loyi hang hoa scfm dtfpc 
cong nhyn hem ma chdng mang lyi dirpc may lyi ich cho ho. 
Xa phong nircfc kho co kha nang lam mb r$ng them thi tnfcmg 
xa phong noi chung. Neu nhtf thanh cong thi gan nhtf chdc 
chdn la xa phong nubc se chiem ch6 cua xa phong banh. 

C6 le cac cong ty lbn da dy tinh rdng mpt khi Taylor bdt 
Jau chiem thi phan cua xa phong banh thi ho se giai quyet van 
de nay ngay khi no nay sinh. Tyi thdi diSm nay, dang le se tot 
hem neu nhir hp ty an vao doanh so xa phong banh cua chinh 
minh thay vi de cho Taylor lam dieu d6. Do mpt Tan nfta lyi 
khdng tf jnh cho quan diem tha ty an bSa tnfa cua minh con 
hern de ai khac an mat. Tuy nhien, cac cong ty 16 n cho rdng hp 
vin co the chb cho den thbi diem xa phong bdnh cua hp b| 
cynh tranh roi mbi dira ra ede san pham xa phong ntfbc cua 
minh va vdn co kha ndng lay lyi dirpe thi phan bj mat. Sau het, 
hp dang co ede kenh phan phoi rat mynh va thtfcmg hipu nd’i 
tieng. Do vyy, hp da chpn each char vd tiSp tyc theo doi. 
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Sau khi thanh cong cua Taylor tren cac thj trudng thi 
diem dupe lyp lyi vcri thj trirdng toan quoc, cdc cong ty Ion b£t 
dau cam thay rang da den luc phai tien hanh cac thuf nghipm 
ciia rieng minh. Den luc do hp mcfi phat hipn ra sy* khan hiem 
cua nhtfng chiec bam nho. Hay nhcf iyi r&ng Taylor da mua het 
100 tripu chiec berm kieu nay, chinh la toan bp lupng cung 
tren thj trirdng trong snot mpt nam. 

Sau khi cac cong ty ldn vupt qua dupe trer ngyi nay, h<? se 
l^i phai doi myt vdi mpt quyet djnh kho khSn mra: Lieu hp co 
nen dung cac thutfng hipu cua xa phdng banh cho xa phong 
mrdc hay khong? Chang hyn, lipu P&G co nen du*a thUdng hipu 
Ivory rat noi tieng cua minh vao san pham xa phong nude mdi 
hay nghl ra mpt ten khac cho no? Ten tuoi cua thUdng hipu 
Ivory se lam t&ng dang ke kha nang thanh cong, tuy nhien no 
cung tyo ra mpt moi lien hp g$n hdn gida cac cupc chdi vdi xa 
phong banh va xa phong nude. Neu xa phong nude cua P&G 
khong thanh cong thi hoyt dpng kinh doanh xa phong banh 
dang c\rc ky phat dyt cua hp cung se bj ton that. 

Procter & Gamble co mpt vai ly do rat thuyet phyc de lo 
15 ng ve vipc tyo ra mpt mSi lien hp gifta hai cupc chdi. Trudc 
het, xa phong nude thtfc chat khong h&n la x£ phong nhu 
thong thudng van th£y. Day la san pham sir dyng chat tay rtia 
- mpt cong thufc hoa hpc hoan toan khac vdi xa phdng banh 
thudng, Ngirdi tieu dung co thai dp rat bao thu doi vdi xa 
phong va trong qua khuf hp da tdng phan doi cac banh xa 
phong dung cong thufc chat tay rifa. Thur hai, xa phong nude 
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trtfbc day chi chuyen dung trong cac cong sd co nhu cau cao ve 
vq sinh. Ligu xa phong nude co the co duyc mgt hinh anh 
khac, cao cap htfn cho vigc sir dyng trong gia dinh hay khong? 
Neu khach hang khong thich cong thu’c cua xa phong nude 
Ivory, hogc neu hg gan no vdi mgt hinh anh cua nhutig cd 
quan day byi ban thi thtfcmg higu dang gia Ivory cua P&G se bi 
hoen o. 

Chinh nhftng map md xung quanh xa phong nude da vo 
higu hoa tarn thcfi cac lyi the cua nhttng ngudi chtfi ldn trong 
cugc. Bdi vi hQ khong muon lam anh hudng den gia trj gia 
tang ldn cua thUtfng higu cua minh, hQ da quyet dinh chcfi tro 
chdi cua xa phong ntfdc m§t each dgc lap vdi tro chdi cua xa 
phong banh. Hq tham gia vao llnh vyc xa phong nude ma 
khong suf dyng chung cac thudng higu cua xa phong banh. 
Procter & Gamble da thu* tung ra thj trtfdng loai xa phong 
nude mang ten Rejoice. Nhimg vige thu* nghigm bj that bgi va 
Procter&Gamble lai tri hoan them mgt lan nufa. Cung nhtfvgy, 
Armour-Dial da quyet dinh khong mao hiem ten san pham 
Dial cho mat hang mdi xa phong nude. Sy gia nhgp vao thj 
trudng cua hg vdi san pham Liqua 4 co ten nghe giong nhu* 
eda thoat xa hdn la xa phong, cung bj that bgi tren thj trudng. 
Khong nghi ngd rang neu ten san pham la Dial thi sy the co 
the da kha hern rat nhieu. Sau ba nam, Procter&Gamble cuoi 
cung cung da tung ra san pham xa phong co ten la Ivory vdi 
gia d$c bigt cgnh tranh, vdi cac chieu khuyen mai, t$ng phieu 
lmh thtfdng va quang cao di kem them cho ten san pham da 
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dupe tin dung. Xa phong nuoc Ivory sau do da thanh cong va 
chiem dupe 30% thj phan. 

Vcfi si/ tri hoan cua cic cong ty lcfn, hang Taylor da co du 
mpt khoang thcfi gian ctf h$i de xay dpng uy tin vftng chic cho 
san pham Softsoap. Th^m chi sau khi Ivory xuat hipn, 
Softsoap vim duy tri dupe vi tri dan JaU cua minh. 

Cau chuypn cua Softsoap da chi ra ring, co le la rat 
nghjch ly nhutig thpc si/ban co kha nang lim tot htfn khi san 
pham cua ban co ctf hpi that bai. Vdi vice co qua nhi§u d€ c6 
the mat neu dung toan lpc d§ nhay vao mpt san pham mdi c6 
nhieu kha nang that bai, nhutig ngUcfi chcri da yen vi co le se 
ngan ngitva tri hoan. Thit b^i lam phUtfng hai den gia trj gia 
tang cua cac san pham khac cua hp, dpc bi?t la neu san pham 
mPi giong vdi cac san pham hipn co trong bat ky hinh thufc 
nao. Vi ly do nay, he? co the tranh sit dung nhumg thuong hipu 
dang co. Hq khong muon co moi lien he qua gan giura cac 
cuqc chOi da dupe biet ro va cac cupc chcfi chira dupe biet 
d£n, do vay hp van se phai than tr<?ng cho den khi san pham 
merf dupe chuHg minh la thanh cong. Tat ca nhftng dieu 
khong chic chin nay da lam vo hipu hoa nhutig thP dang ra 
da li lpi theldn cho nhutig ngudi chtfi da co vi tri xac djnh vi 
tieng tam tren thUtfng trUdng. 

Sp khong chic chin co th? li ban cua nhutig ke thach 
Unite (nhutig ngudi mdi vao cuqc). Tat nhien khong nen co qua 
nhieu thur khong chic chin, nhutig cung khong nen qua it. Sp 
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khon ngoan d day la co mpt mCrc vufa phai s\T khong chSc ch&n 
du de lam cho cac cong ty da co ten tuoi de chimg, va co gift 
mpt khoang each nhat d;nh gitta cac cupc chcri. 

Tom lyi hai cau truypn cua chung ta trong chirang nay 
- Sega va Softsoap - la ca’haKke >thach thufc d'eu sir dung 
chien hrpe Judo &£ tgo ra mpt cira so ca hpi. Sega thu dirpe 
lpi ich tur stf chan chir cua Nintendo khi khong muon tu* bo 
thj trirdng tro chai 8 bit, trong khi Softsoap dirpc lpi tur vipc 
Procter & Gamble khong s§n long m^o hiem thirang hi§u 
Ivory cua minh. 
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Choi ki§u Judo 

Lam each nao ma ke thach thCrc mdi den co thl 
doi dich vai sire manh cua ngifoi hien tai? 

Cac chiin lu’p’c 

Ke thach thirc djnh gia mat hang cao clp mai cua 
minh du cao d£ tranh an vao doanh thu cua cac cong ty 
hien tai tren cac san pham trade do. 

Ke thach thuc danh cugc vao san pheim chaa 
dage khang dinh tren thj trirang - mpt san pham vln 
con mot so kha nang that bai. 

Tai sao cac chiin lipgc nay hieu qua 

Cong ty hien tai chan chd khong muon lam theo 
ke thach thde - vi co the khoi mao cugc cgnh tranh ve 
gia va day nhanh vige tg an lem vao thi tradng cho cac 
san phim hipn tpi cua minh. 

Cong ty hien tai co the bat Chirac ke thach thde - 
nhang se khong ap dung cac thirang hipu da co uy tin 
do lo ngai san phlm mai bj th£t bpi se lam anh himng 
d4n cac san pham cu da thanh cong cung thirang higu. 

Trong ca hai tradng hap, cong ty hien tgi deu 
phai doi mat vdi mpt tinh trang kho xir. 
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Cu day bat mdrt? 

Cau chuypn ve cac tro choi 16 bit la mpt vi dp c6 dien ve 
cac cong ty da co vi the tren thj trirctag tri hoan dim ra san 
pham the hp mcri de han che si/ cpnh tranh vcri san pham hipn 
co. Ngay ca sail khi hp quyct djnh se dira ra san pham the hp 
mcri, hp cung khong tranh khoi lifdi cau giang san. Cung nhtf 
mcri canh tranh vcri cu thi cu cung se cpnh tranh lpi vcri mcri. 
San pham cu khong bien mat mpt each de dang nhir vpy. Do 
vay, khi ban dira ra san pham mcri, m$t thach tlnjfc la lam sao 
ngan can dirpc si/ thipt hpi ve gia tri gia tang do vipc san pham 
cu cpnh tranh v6i san pham mcri dtfa den. De bao vp gia tri gia 
tang, hay lam gi do de co the pha vd cac moi lien hp giura cuqc 
chdi cua ngay horn qua va cupc chdi ngay hom nay. 

Hoac xet Ipi hope b\ di£t vong 

Co the kho ma tin dupe dieu nay nhifng sach giao khoa 
cua mpt so tnrcfng dai hpc dung la dupe thay doi hang nam. 
Tat nhien, cac sach giao khoa co the bi lpc h|u va can phai 
lam lpi nhuhg co le khong den mere thitdng xuyen nhir vpy. 
Vpy thi tpi sao cac nha xuS\. ban lpi thtfcrng xuyen in lyi sach 
giao khoa mdi? 

Dieu thyc sy dang noi 6 day la nhufng sach da qua sir 
dyng thi/c te la san pham thay the qua tot cho sach moi, dye 
bipt la doi vcri nhung sach co gia tOr 50 USD trer len. Cac sinh 
vien nam triTcfc co the se rat vui mumg thu hoi lai dupe phan 
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nao cua khoan dau ttf 50 USD trade do bang viec ban lyi sach 
da qua sir dyng cua minh cho cac sinh vien nam sau. Nhutig 
sinh vien mdi nay cung vui sudng vi tiet kiem dtftfc tien. Sinh 
vien thi th&ng con cac nha xuat ban thi thiet. 

Tro choi ban sach nam nay nhd vyy co moi lien he vdi 
tro chdi nam ngoai. Sach mdi cua nam ngoai trd thanh sach cu 
cua nam nay va lam giam gia trj gia t&ng cua sach mcfi nam 
nay. De duy tri cau cho sach mcfi, cac nha xuat ban phai tim 
each de loai sach cu ra khoi thi tnrcfng. H q muon pha bo moi 
lien he gida tro chcri nam ngoai va tro chart nam nay. 

Chien hrpe cua nha xuat ban la lien tyc sda lyi sach giao 
khoa. Giao vien thich day theo sach mdi nhat htfn, dieu n&y 
lam cho tat ca cac phien ban trade do trd nen lac hyu. Sinh 
vien mdi bay gid co d$ng ccf Idn hefn de mua sach mdi, do v$y 
ma thj tnrcfng sach cu bay gid co tac d§ng it hon den gia trj gia 
tang cua cac sach mcfi. 

Viec thay doi thudng xuyen mang lyi hieu qua, nhimg 
chi phi cua n6 la rat dat. Co myt so chien luyc khac mh c£c nh& 
xuat ban co the se thd ap dyng. Hq co the cho thue sach <f6ng 
thdi vdi ban sach: vi dy, ban vdi gia 60 USD va cho thue vdi 
gia 30 USD. Vdi each n&y, sinh vien se khong mua sach trd phi 
hy co y djnh dung xong van tiep tyc gid lyi va van de ban lyi 
sach cung co the giai quyet du*pc nhd vyy. Trong ttfdng iai, viec 
phat hanh sach dien td thym chi con cho ph£p cac nha xuat 
ban kiem so&t tot hdn nda ve cac san pham cua minh. Ho co 
the "cho thue" sach bSng each cung cap sy tiep cyn qua myng 
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den cac tai li$u trong khoang thcri gian cua khoa hoc. Dieu 
nay khong co nghia la vi$c thay doi sach thudng xuyen trd 
thanh qua khtr. Ngirqc lai, nha xuat ban bay gift co kha nang 
dS dang doi mcri sach di$n txr m§t each lien tuc nhutig chi de 
c§p nh$t nqi dung ma thoi. 

Cac nha xuat ban khong phai la nhutig ngufiri duy nhat 
chcri tro sira doi. Cac nha lam phan mem mcri la thay trum 
trong chuy$n nay. Cac nha thiet ke quan ao, cac cong ty ghi 
hinh, nha san xuat nircfc hoa va cac nha san xuat xe hoi cung 
chcri tro siia doi. Hinh anh, am thanh, mui, vi va an tirqng 
cua nam nay lam cho sam pham nam trtfdc trd nen l^c h£u. 
Mq\ ngtifri buQc phai mua mcri de theo kip trao luu. 

Nhutig ban co the di tr£ch hudng veri mpt chien lirqc 
l$c h§u. De xem b^n co the di sai nhir the nao, chung ta hay 
cung quay l?i cac tro chcri video 16 bit. 

Cac ky sir cua Nintendo da phai quyet dinh co nen san 
xuat cac may chcri 16 bit mcri co kha nang chcri dirqc ca cac 
tro chcri 8 bit hi$n co cua Nintendo hay khong. Cuoi cung ho 
da quyet djnh noi khong veri stf tiTOng thich ngirqc ve qua 
khur. M$t ly do la de gift gia thap cho cac phan cutig mcri, 
nhimg d day cung co mqt ly do nua cho tinh khong tirong 
thich vdi qua khd. Neu cac tro chcri 8 bit co the ho^t d$ng 
dirqc tren cac may 16 bit, no co the lam giam gia trj gia tang 
cua cac tro chcri 16 bit. Tinh khong tuOTig thich veri nhutig 
tro chcri cu lam tat ca cac tro chcri 8 bit ma tre em dang co 
ho§c dirqc b^n cho mirtfn trd nen l$c h£u. Giong nhir cac 
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nha xuat ban ep sinh vien phai mua nhimg phien ban sach 
mbi nhat, Nintendo ep nhbng khach hang da co may trd 
chcri 16 bit phai mua phan mem mbi. 

Co the Nintendo da hoi khon ngoan thai qua. Hq da 
khong co tro chcri 16 bit cua chinh minh. Nintendo thay rSng 
ho da b sau Sega trong cuqc dua tyo dyng ccr sb khach hang 
cho tro chcri 16 bit. Nhutig hQ co lq'i the ti'em tang. Trong khi 
Nintendo dang sb huu thi trubng 8 bit, hQ con m$t kho day ’ 
cac phan mem 8 bit de cung cap. Tinh tutmg thich vbi qua 
khur co the da trb thanh diem mynh de tang doanh thu cua 
Nintendo. M$t nha phan tich nganh da noi: ’’Nintendo se 
quay lyi vbi tam voc nhirtnrbc cua minh khi hQ gibi thiyu hy 
thong 16 bit va se cynh tranh ngang ngba vbi Sega.” Nhimg 
Nintendo da khong san xuat nhbng chiec may 16 bit ttfOng 
thich. Bang viyc san xuat nhutig chiec may 16 bit khong 
ttftfng thich, Nintendo da san bang san chcri 16 bit cho cac 
doi thu m$t each khong can thiet. 

3, Moi lien h? thong qua Quy tac 

Cac quy tac la don bay tryc tiep lam thay doi phym vi 
cuqc chcri. Chung ta se xem xet hai vi dy trong phan nay, 
m$t ap dyng cho quan h$ giba cac doanh nghi£p va m§t lien 
quan den thi tnrbng tieu dung dyi chung r$ng lbn. 

Trong cac giao dich gitfa. ede doanh nghi$p, bgn co the 
kiem soat dit&c cuqc chcri bang th&i hgn h<?p dong bgn ky v&i 
khach hang va ngit&i cung cap cua ban. Cac h</p dong co 
thcri Hqu mQt nam se tgo ra m$t day cac cuqc chad mgt nam. 



Ly thuyet tro choi trong kinh doanh 


441 


trong khi h<?p dong nam nam se chuyen nam cuqc chcfi mQt 
nam thanh mgt cuqc chcfi nam nam. Neu bgn nam quyen l\tc, 
bgn co the h/a c/ipn th&i gian cho cuqc chcfi ma bgn ua 
nhftng ngitcfi tham gia khacsechat 

Dai h^n va Ngdn h^n 

Co hai nha cung cap canh tranh de dirqc lam vipc vdi 
bgn - mQt la nha cung cap lau nam cua ban va ngufdi kia la ke 
thach thurc mdi. Hai nha cung cap n£y rat gidng nhau va mdi 
ngufri deu co the dap ting dtfQc tat ca cac nhu cau cua ban. Do 
vgy, khong ai co gia trj gia tang dang ke nao vi ban co tat ca gia 
tri gia tSng. Ban se phai lam gi vdi ifu the quyen ly*c nay? 

Hay b£t dau b&ng vi$c l$p ra mpt so quy t&c cua cuqc 
chtfi. B?n muon cuqc chcfi bao gom cgnh tranh hang nam cho 
cac hQp dong mQt n&m, hay ban muon cpnh tranh it thirdng 
xuyen htfn cho cac hQp dong dai han? 

Neu bpn trao cac hQp dong ng£n han, ban co the se that 
vpng vdi ket qua. Khi cac nha cung cap tham gia vao qua nhfeu 
cuqc chtfi nhd, hQ co the se khong canh tranh thyc stf quyet 
lipt vdi nhau. Sau het, phan thirdng chi la h<?p dong cho mQt 
nam, khong du ldn de 16 i keo ke thach there mdi bo gia cpnh 
tranh quyet li$t de co the se phai chju nhftng tac d$ng ngiTQc 
lpi d m$t mri nao do khac. Hay nhd lai vi dp ve Tam chi phi 
ngam trong dau gia: rgft de xay ra la vai tro cua ngudi hipn tai 
va ke th&ch thufc dao ngirqc nhau d mpt ntfi nao do khac ntfa 
va ke thach thde khong muon kich dQng ngifdi hipn tpi vi mQt 
ph£n thirdng nho ma Hq khong cho la hQ co co h$i ldn de 
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chien thang. Doi vdi nhutig cong ty da co tir trudc, vi£c thua 
trong canh tranh khong phai la mpt tai h<?a gi 1 cm. Luon luon 
co ccf hgi khac trong nam sau, hay cac cd hpi khac d ncfi khac 
ngay trong nam nay. Bat ky nha cung cap nao thang dude hqp 
dong cua ban thi ngirdi kia cung co the ky vQng thang cac hdp 
dong ttfcfng ty dr mgt ncfi nao do khac nura. Cuqc ch<ri cua ban 
khong du ldn den mufc de cac nha cung cap sin sang diryc an 
ca, nga ve khong. Trong moi trudng nhu* vay, nhufng ngudi 
cung cap co the thu xep mot thoa thuan cung chung song. 

Nhufng moi lien he ngam an giufa cac cac cuqc chcri 
khong giup dupe ban. Ban muon nhCmg nha cung cap coi vice 
dam phan hyp dbng hi^n thdi nlurthe no chi la mot cuqc chcri 
duy nhat. Ban muon hp chcri het long vcri cuqc chcfi cua ban, 
bat ke anh hudng ra sao doi vcfi cac cuqc chcri khac ma ho cung 
dang tham gia. 

Ban co the dat diryc ket qua nay b&ng each keo dai pham 
vi cua cuqc chcri. Hyp dong cua ban cang dai han thi cac nha 
cung cap cang coi cuqc chcri nhir mgt cuqc canh tranh dang 
gia 1 . Bdi vi hyp dong cua ban bay gid da la mqt phan thudng 
du ldn de loi keo ke thach thufc dau gia quyet lipt, bat ke dieu 
nay co the mang lai nhufng bat lyi d cho khac. Ngtfcri cung cap 
hi$n tai cua ban se coi vice bo Id mot hyp dong dai han nhir 
vay cung gan nhir sy ket thuc cua thS gidi. Bdi vi ccf hyi canh 
tranh tiep theo se con rat lau ntfa mdi co. 


1. Nguyen van: m$t fan cho mdi mdi. 
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Con mpt ly do khac de lpa chpn hpp dong dai han neu 
nhu ban dang d mQt v\ tri manh. Chd den nam sau, cac nha 
cung cap cua ban se co the co them gia trj gia tang so vdi hipn 
tai. Do v|y, ban can nam lay ctf hpi de khoa chat lpi the cua 
ban mpt khi ban dang co no. Vcri mpt hpp dong dai han, cac 
cugc dam phan cua nam sau se dudng nhu* da dupe thoa thupn 
ngay hom nay va ban se dufpc bao dam tot htfn trUdc nhutig 
thay doi ve quyen Ipc trong tUtfng lai. 

Chung ta biet vipc chuyen sang hpp dong dai hpn se co 
hipu qua nhu the nao. Chung ta da ngoi d phia ben kia ban de 
thay dupe chien lupc nay da dupe sP dpng de doi pho vcri 
khach hang ra sao. Hp se cam thay can phai quyet lipt hern khi 
dam phan ve gi&. Hp khong thich cac quy tSc, nhung hp lai 
khong du quyen lpc de thay doi chung. 

Neu nhu ban n&m d phan khan hiem tren thj trUdng, 
hay yeu cau cac nha cung cap va khach hang cua ban canh 
tranh de gianh lay hpp dong dai han tu* ban. NgUpc lai, neu 
ban dang 6 phia du thiifa thi hay tim kiem hpp dong ng&n han. 
Tat nhien ban se co nhieu kha nang dat dupe dieu ban muon 
khi ban nkm d ben khan hiem, bdi vi do la khi ban co dupe 
nhieu gia tri gia tang hern. 

Cuoi cung la mpt leri canh bao than trpng. Cac hpp dong 
dai han rat kho viet bPi vi se co nhieu tinh huong bat ngd can 
phai dupe dp tinh trude. Chinh vi ly do nay ma cac hpp dong 
dai han thudng khong hoan chinh va dieu nay se khien ai do 
se co the thP tim each dam phan lai vdi ban ve sau. 
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Di theo hu’O'ng dai h^n 

Nlu ban c6 quyen lye trong tay, hay slp dyng n6 
d4 ddi hoi c£c nha cung c4p (hope c£c khach h£ng) 
cua bgn cpnh tranh de gianh hpp dong dai hpn tip bpn. 


Lap Iu|n xay 

Ba\ vi hp chi c6 m$t ca hpi n§n hp se canh tranh 
quyit li$t han. 

Ban dang co quyin lye - va day Id thdri diim ban 
can IQ'S dyng d4 slp dyng quyin lyc cua ban va khoa no 
lai (de khong ai gi£nh du’p’c n6). 


Lap lu$n chdng 

Cac hp>p ding dai hpn thudng rlt kh6 vi4t v£ kho 
ep thyc hi$n. 


Sau vi dy ve quan h£ gitfa cac doanh nghiep de thay 
cac quy t£c co the noi ket cac cuqc chert nhtf the nao, bay gift 
chung ta se chuyen sang mpt vi dy tren thj trtfdng tieu dhng 
dpi chung. Chung ta se xem xet mpt quy t§c dinh gia c\fc ky 
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higu qua dupe ggi la "giam gia trpn goi". M$t khoan giam 
gia trpn goi se noi ket cuqc chcri ban mQt san pham nay vPi 
cuqc choi ban mpt san pham khac. Chung ta se xem xet mQt 
tinh huong co thpc, v6i cac con so dupe lam dun gian hoa 
de giai thich ly thuyet kha te nhj dang sau sp giam gia trQn 
goi nay. 

Gia trj chiet khait 

Warner Bros scf hull hai bp phim la Ke dao tau (The 
Fugitive) va G?di phong Willy (Free Willy). Bgn co the cho 
rang ca hai bp phim nay deu noi ve cac cupc ch$y tron. 
Nhung ngoai dieu do ra thi giufa chung ch£ng co gi la lien 
quan ca. Vipc xem mpt trong hai bp phim do khong lam b^n 
mat di hirng thu, ho£c co them hutig thu de xem bp phim thu* 
hai. Hai bp phim nay khong bo trp ma cung chang c$nh 
tranh vdi nhau. Tat ca nhufng gi chung chung nhau la ten cua 
Warner Bros. Va cung chdng co cd gi de lien hp vipc ban hai 
bp phim nay. 

Sau khi tung hai bp phim ra mQt each day lqch tinh va 
qua mpt vong cho thue phim dau tien, Warner Bros da s&n 
sang ban cac bang video cua hai bp phim nay ra thi trirdng d<ii 
chung, MuC gia n&o can phai co cho cac bSng video nay? Hay 
hinh dung la hang lam phim nay da lam mpt cupc dieu tra tren 
400 khach mua bang video thUcfng xuyen va ket qua thu dupe 
cho thay co bon phan do^n thj truPng b£ng nhau nhU sau: 

100 ngirdi sSn sang tra 20 USD cho phim Ke dao tau 
nhutig khong he quan tam den Gia? phong Willy. 
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100 ngifcri co sir lira chpn ngirgc h&n l$i: Hq san sang tra 
20 USD cho bang video Giai phong Willy va khong he muon 
mua Ke dao tau. 

100 ngirdi noi rang Hq sSn sang tra 20 USD cho m6i 
bang video doi vdi ca hai bg phim. 

Cuoi cung, co 100 ngufri noi rang hg thich ca hai phim 
nhu*ng kliong nhigt tinh lam; hg co the tra dau do tuf 15 USD 
den 20 USD cho m6i phim, lay trung binh ia 17,5 USD. 

Chi phi cho mgt dcrn vi san pham cua Warner Bros la 5 
USD, chia deu cho cac khau san xuat (vo bang, loi va bao bi), 
quang cao va van chuyen. 

Di/a tren tat ca cac thong tin thu dirge, Warner Bros da 
quyet dinh dira ra mure gia ban le la 19,95 USD cho moi bang 
\ideo va mure gia ban buon 10,95 USD cho cac ciTa hang ban 
bang. Tgi mure gia 19,95 USD, Warner Bros se ban dirge tong 
cpng 400 bang video, 200 bang cho moi phim noi tren. De den 
dirge vdi nhom phan doan khach hang thur ttf va ban them 200 
bang nu'a, Warner Bros se phai ha gia xuong 17,5 USD. Ligu co 
dang de lam dieu nay khong? Chi phi cua vige giam gia se la 
2,5 USD - chinh xac hdn la 2,45 USD tren 400 bang du*gc ban 
ra noi tren, turc la 1.000 USD. Lgi nhuan them se chi la 700 
USD: bang ty suat lgi nhugn tren moi dem vj hang hoa (17,5 
gia ban - 9 chi phi cho cira hang phan phoi - 5 chi phi san xuat) 
= 3,5 USD nhan vefi 200 bang dirge ban them. Do vfy, Warner 
Bros chgn ban vdi mure gia 19,95 USD cho ca hai phim va dieu 
nay co nghia la nhom thur tif khong mua dirge mgt bang nao 
cua hai phim nay. 
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Do se la rngt ton that - doi vcri ca nhfrng ngirdi khong 
mua dir^rc va Warner Bros. Tuy nhien, co mQt each de van ban 
dtferc cho nhom thur tu* ma khong lam mat loi nhu^n. 

Dieu ma hang phim da lam la noi ket hai tro chcfi vdi 
m$t quy tSc ve gia: Mua mot bang Ke dao tau va se nh£n 
ditoc mpt phieu giam gia 5 USD cho phim Gidi phong Willy. 
Ho$c nguVc lai: mua mpt bang Gidi phong Willy va nh§n 
phieu giam gia 5 USD cho Ke ddo tdu. Thtfc te, giao dich nay 
se la nhu* sau: mua ca hai bang va se nhan dirpe giam gia 5 
USD tren tong gia phai tra. 

Vi£c giam gia nay khong he lam anh htfdng gi den 
nhom khach hang thu 1 nhat va thu 1 hai. Hq van mua mQt 
trong hai phim vdi gia 19,95 USD nhiTng khong mua phim 
thu* hai. Nhom khach hang thur ba co dude ctf h$i giam gia: 
Hp mua ca hai phim va tiet kiem dtfQc 5 USD. Doi vdi nhom 
thu* ba thi du khong co giam gia ho cung van mua ca hai phim 
nen gid day ho da dude loi 5 USD, hay tong CQng 500 USD an 
vao chi phi ciia hang phim. Lqi ich ciia hang phim la la ho da 
loi keo them diroc phan do on thj trudng thufttf mua theo kieu 
ca goi. Vdi gia ban le 35 USD, hang phim nh$n dude 17 USD 
sau khi tru 1 di hoa hong cho cu*a hang la 18 USD cho mpt cap 
phim. Chi phi cua hang phim doi vdi 2 bang video la 10 USD, 
do vay ty suat ldi nhu$n d day la 7 USD. Vdi 100 Ian ban, 
tong loi nhu§n se la 700 USD. Ket hop l^i thi day la m$t 
quyet dinh dung dan: Hq lqi them 700 USD trong khi chi phi 
bo them chi la 500 USD. 



Neu nhir hang phim giam gia deu moi bang 2,5 USD, hp 
se thipt h an. Nhimg neu giam 5 USD cho 2 bang thi hp lyi 
dupe lpi. Dieu nay nghe co ve nhif mpt tro ao thuyt. Ldi giai 
thich d day la khi hang phim chiet khau cho mpt goi hang chuT 
khong phai cho tifng hang hoa rieng le thi hp se khuyen khich 
dupe them cung mot lupng nhu cau trong khi chi giam gia cho 
mpt so it ngudi hem. Lpi ich trong vipc giam gia la nhtf nhau 
nhimg chi phi gid chi con mpt ntia. 

Trong vx dy nay, ca hai phim trong goi hang deu do mpt 
hang phim sd hufu. Quy tac djnh gia nhu vyy van se co cung 
hipu qua neu nhu do la hai phim do hai hang khac nhau sd 
hu*u. Bdi vi tong lpi nhuyn ket hpp cua ca hai phim se cao htfn 
nen se luon co mpt each de phan bo chi phi cua vice giam gia 
sao cho ca hai hang phim deu co lpi hdn trtfdc. 

Nguyen t&c nay la mpt nguyen tac rat chung. Khong can 
phai co bat ky moi lien hp nao giura hai san pham hay hai cong 
ty ban chung. Sau day la mpt so vi dy ve cac each giam gia 
xuyen cong tv ma chung toi dupe biet: 

Mua san pham Rubbermaid Servin'Saver va dupe giam 
20 cent khi mua dtfa chupt ngam hipu Vlasic. 

Md tai khoan vdi Fleet Bank va dupe giam 100 USD khi 
mua ve may bay cua hang Delta. 

Mua hang tyi Stop&Shop va byn se tiet kipm dupe tuf 50- 
100 USD khi mua ve may bay cua Northwest. 
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Mua h&ng tyi Stop&Shop va byn se tiet ki$m dUQc tur 50- 
100 USD khi mua v6 may bay cua Northwest. 

Hay d&ng ky noi myng vdi SNET Cellular va se dUQc 
hudng djch vy chi dudng mien phi. 

Mua may tinh xach tay AST Bravo va se nhyn dUQc m§t 
chuyen trUQt tuyet tyi Vail. 

Hay tham gia Cau lyc b q NgQc lyc bao cua H$i cho thue xe 
hcri quoc gia va dUQc giam gia 75 USD cho the Diners Club Card. 

Chiet khau ca goi dUQc ap dyng r$ng rai nhieu hcfn byn 
tudng. Hay nhyt hai san pham bat ky va byn deu co ccr hQi 
kiem tien b4ng c&ch cho khach hang mQt kha nang lya chQn de 
mua ca hai hang hoa do vdi gi£ dUQc chiet khau. Chiet khau ca 
g6i thvrc syr la mQt tro ao thuyt. Myc du no khong hiem thay, 
nhtmg cung khong thyt pho bien. Do vyy chien lUQc nay van 
con mQt tiem nSng ldn chira du’Qc dyng tdi. 


Gia trj chiet kh£u 

Tang doanh so ma khong phai tu bo nhieu Igi 
nhuan bang each chao ban chiet khau ca goi. 

Chi co hai dieu can luu y. Chiet khau ca goi se it hiyu qua 
nhat neu nhu nhifrig ngudi thich loyi hang h6a thur nhat cung 
chinh la nhdng ngudi co nhieu kha n&ng thich hang hoa thd 
hai. Hay thay Chien tranh giu’a cac vi sao (Star Wars) va De 
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ch&phan cong (The Empire Strikes Back) vho ch6 cua Ke dao 
tau va Giai phong Willy . Trong trtfdng hdp nay, hau het mQi 
ngudi se ho$c mua ca hai phim, ho$c khong mua phim nao ca. 
Khi d6 chiet khau ca goi cung giong nhtf giam gi£ kieu thong 
thirdng va khong co tac d$ng gi d£c biyt. 

Diem thiT hai can liru tarn d day la vi§c ban l^i. Neu co 
thi trtfdng mua ban cac phi£u giam gia xuat hiyn thi ngtfdi ban 
se mat kha nSng djnh gia goi hang. Thtfc te, m6i hang hoa se 
lg.i phai djnh gia ri§ng le l?i mQt Ian nua. Neu gi£ tr| cua phieu 
giam gia la nho thi thi trtfdng ban l^i it co kha nang dude md 
ra, nhifng neu so tien chiet khau tren phieu la ldn thi day co 
the trd thanh moi lo ngyi tlitfc stf. Co mgt so each thtfc kh6n 
ngoan de tranh dirge van d§ nay. Cac ve de xem d 4 b6ng cua 
cac d$i trtfdng d$i hgc thudng dirge ban giam gia. Tuy nhien, 
m$t s 5 tnrcfng chi cho b^n co mgt co hyi cho ca mua bong, 
thay vi nhieu co h$i. Neu ban ban chiec v6 do cho mgt trgn 
d£u cy the nao do, b$n se khong con ccf h$i de dung lyi no 
trong suot thefi gian c6n lyi cua mua bong. 

4. Moi lien h£ thong qua Chien thuat 

Hai tro choi se dude lien ket vdi nhau moi khi ai do c6 
cam nhgn la chung co lien k£t. Hai tro chcfi trd thanh mgt tro 
chtfi ldn hefn khi co ai do tin r&ng dieu se xay ra trong tro chcfi 
thiif nhfft se phy thugc vao dieu xay ra trong tro chtfi thu 1 hai. 
B^ng viyc tyo ra hoyc xoa bo nhufng cam nhyn nhtf vyy ve moi 
li§n hy, chien thuyt se lam thay doi ranh gicfi cua cuqc chtfi. 
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dupe thiet ke ra nham thuyet phyc nhuUg ngUdi khac lam mpt 
dieu gi do - hope khong lam mpt dieu gi do - dpa tren each bpn 
noi la bpn se phan dng lpi nhirthe nao. Hq lam mpt dieu gi do 
trong mpt tro choi bdi vi cai ma hp cho ring bpn se lim d mpt 
cho khac. Dpt ra mpt ti'en Ip la mpt chien thupt khac dupe thiet 
ke de noi ket cac tro chpi. Ban hanh dpng trong mpt tro choi 
ngay horn nay de thuyet phyc mpi ngUdi ve cai ma bpn se lam 
Tan sau trong mpt tro choi tuong tp. 

Bpn co the thiet Ipp mpt moi lien hp dun phuong. Tat ca 
thurbpn can lam la thuyet phyc ngtfdi chpi khac ring bpn nhpn 
thay hai cupc choi co moi lien hp va each ma bpn djnh ddi xd 
vdi hp cung co moi lien hp. De doi pho vdi nhdng hp qua, 
nhutig ngUdi choi khac se phai xem xet nhdng cupc chpi theo 
each nhu chung co moi lien hp. 

Tpo ra lien he la mpt y tudng tUPng tp: Mpt ngirdi c6 dua 
vao mpt v&n de, va ngUdi khac phan doi. Nguyen tic lien hp 
thong thudng hay gap cong khai trong cac cu$c dam phan 
thUPng mpi, Cac van de nao co the thao lupn cung nhau? Nhpp 
khau gpo vi thjt bd, quy che toi hup quoc, quyen con ngUdi, 
trp giup quan sy*, bao vp tac quyen, quyen danh ca? Cac lien hp 
co the chpt che hay long leo: mpt sy* de dpa hay htfa hpn dtit 
khoat se hanh dpng mpt each chic chin, hay mpt sp Sn dy mp 
ho qua mpt chinh sach chung. 

Mpt bp phpn quan trpng cua moi lien hp la tinh dp 
phdng: NgUdi chpi khac phai hieu ring cai ma bpn se lam 
trong mpt cupc chdi phy thupc vio cai xay ra trong cupc choi 
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khac. Hay h q tin rang ban tin la hQ tin nhir v$y. Vdi cuqc chcri 
nhif v§y tat ca deu la cam nh§n. 

B 2 ft dong ve phat l^i qua cap 

Trong chutmg Chien thuat , chung ta da Ian <fau xem x6t 
nhutig cuqc dam phan gida nhutig cong ty truyen hinh va cong 
ty cap ve quyen phat l$i qua cap. Phan ldn cac cong ty truyen 
hinh, d$c bi£t la CBS da phai chju thua thi£t. CT day, chung ta 
se xem xet cuqc chcfi 6 mien Nam Texas, ntfi ma mgi chuyen 
diSn ra co chieu hiring hen khac. 

Khong giong vdi cac c6ng ty truyen hinh d nhutig ntfi 
khac, cac tr^m phat cua Corpus Christi khong cho phep ngudi 
ta noi xau ve minh. Hq da di tien phong trong vi§c djnh htfdng 
cac y kien cua xa h$i. Mike McKinnon, chu sd huti vk \h ngudi 
sang l$p Kill, chi nhanh dja phuttng cua ABC d Corpus 
Christi, da sd dung trum cua minh de phat di Idi thdch thdc 
sau: ”Neu cac cong ty cap giam 60 cent gia ca sd cho moi thue 
bao, chung toi se cho phep hQ diTQc su* dung tat ca cac chiTtfng 
trinh cua chung toi ma khong phai tra tien. Nghia la hoan toan 
mien phi.” TCI, cong ty dieu hanh cap dja phtfcfng, dang tinh 
gia 10,23 USD cho m$t thue bao mQt thang - 60 cent mQt 
kenh. Hq tat nhien khong muon phai tra bat cdxu nao cho dai 
truyen hinh. Neu Kill khong djnh nh$n tien thi TCI cung 
khong nh$n dirqc gi ca. 

C6 nhieu chuygn duQc lam it nhieu khac di d Texas, d 
phan ldn tren dat nude, cac trum phat truyen hinh dude mua 
di ban l$i thirdng xuyen, nhutig ca ba chi nhanh mung lircfi d 
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Corpus Christi deu la sd hull cua nhung ngudi sang lyp ngay 
td ban dau. Chi nhanh KZTV cua CBS do Vann Kenedy, nam 
nay 88 tuoi, dugc thanh lap vao nam 1956. Chi nhanh KRIS 
cua NBC diftfc T. Frank Smith, Jr., thanh l£p cung trong 
nam do. Ba nha chu sd huu - McKinnon, Kenedy va Smith - 
da cung di tren mgt con dudng tir nhung nam do. TCI co the 
da co gang chia re hp va chinh phyc tifrig ngudi, nhung ba 
nha sd hflu da tin tudng nhau de duy tri hoyt dpng cua 
minh. Hq hieu rat ro ring neu mpt trong ba ngudi lam an 
vdi TCI thi hai ngudi con l$i co the de dang bi khuat phuc 
ma khong dupe hudng mpt xu nao. Neu ca ba dung ngoai, 
TCI cuoi cung se phai tra tien cho cac chucrng trinh cua hg. 

Khi thdi hyn dam phan qua di ma khong dyt dupe 
thoa thuyn nao, ca ba cong ty truyen hinh van dirng ben 
ngoai myng ludi cap. Ngudi xem rat btfc minh vi cong ty cap 
da khong the chuyen tai cac chutrng trinh cua ba myng 
truyen hinh kia. TCI co g£ng lam yen long khan gia bang 
vipc dua ra 40.000 bp chuyen mych A/B cho phep khach 
hang cua minh chuyen doi gife cap va song vo tuyen. Nhutig 
giai phap bang bo nay la khong thtfc te. 

Khach hang cua TCI da khong hai long va TCI khong 
phai la ngudi chui duy nhat trong thanh pho. Omnivision, 
nha quan ly “cap khong day” trong khu vt/c, da chap nhyn 
tra cho ca ba chi nhanh noi tren de phat lyi cac chUcfng trinh 
cua hg. Cac dai phat khong hyp tac vdi TCI, nhung hg van 
hqp tac vdi Omnivision. Ket qua la cac khach hang bSt dau 
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chay sang Omnivision - vdi hern 2.000 thue bao chi trong 
hai tuan le dau tien. 

TCI quyet dinh chtfi manh. H9 da tim thay cO' hoi d 
Beaumont, Texas, gan Corpus Christi, ncri McKinnon, chu 
nhan cua Kill dang d m§t vj tri nhay cam htfn. O Beaumont, 
McKinnon sd hull chi nhanh dia phiTofng cua ABC co ten la 
KBMT. Hai chi nhanh truyen hinh khac d Beaumont da cho 
phep cong ty cap phat lai cac chutfng trinh mien phi va bdi 
vi McKinnon khong the cho phcp minh dting ngoai truyen 
hinh cap mot minh, ong ta cung da phai chao mdi TCI phat 
l$i tin hi$u cua minh d Beaumont mien phi. Ong ta da rat 
ngac nhien khi b\ TCI tdchoi. 

TCI da lien cuqc choi d Corpus Christi vdi cuqc 
choti d Beaumont: neu McKinnon muon KBMT tham gia vao 
m^ng cap truyen hinh d Beaumont thi Kill cua ong ta d 
Corpus Christi cung phai cham dut vi$c dung ben ngoai. 
Nhtf McKinnon giai thich: "Chung toi da san sang dong y 
cho hp d Beaumont, nhimg Thompson, Pho Chu tjch cao cap 
cua TCI, noi trong buoi hop bao rSng ho giu: KBMT lam con 
tin cho Corpus Christi." Ngudi phat ngon cua TCI xac nh£n 
rang day th\fc te la ke bo$ch cua ho: "Neu McKinnon muon 
dude phat I$i chutfng trinh cua minh qua cap d Beaumont, 
ong ta se phai chap nhgn ca d nhuUg ncri khac nufa." 

Kenedy va Smith, dong d§i cua McKinnon d Corpus 
Christi, hieu dude sach lude TCI va nh$n thay rang van de cua 
McKinno cung chinh la van de cua ho. Vu vi£c cua McKinnon 
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d Corpus Christi dpng ch$m den quyen Iqi cua chfnh h q. Nett 
TCI d$t dirqc stf dong thu£n cua ong ta 6 Corpus Christi, khi 
ay vi the m§c ca ciia hp se bj sut kem di nghiem trpng. Do v$y 
Kenedy va Smith da d§t van de vcri moi lien h£ cua chmh Hq. 
Hq da t\X choi thao lu$n bat ky de nghj nao cua TCI d Corpus 
Christi cho den khi McKinnon quay lai dirqc vdi truyen hinh 
cap d Beaumont. Smith binh lu$n: "Hq da gift KBMT lam con 
tin. Chung toi khong the lam ckidc gi cho den khi hQ giai 
phong KBMT." Chien thu£t nay da co hi£u qua: McKinnon 
dude trd lai l^i vdi truyen hinh cap cf Beaumont, va moi lien h£ 
giu*a Beaumont va Corpus Christi bi be gay. 

M$c du TCI da chap nh§n phai tra tien cho cac cong ty 
truyen hinh d Corpus Christi, h q van lo lang ve tien 1 q nay. TCI 
khong muon tao ra cam nhgn rang hQ cung se san sang tra 
tien cho vigc phat IqI cac chirong trinh d nhutig ncfi khac. Hq 
khong muon bat ky cuqc dam phan nao trong tudng lai dude 
lien h£ den nhifrig gi da xay ra d Corpus Christi. 

Smith cho rang d day van co cho cho sd sang t^o cua 
TCI. NhiT ong ta noi: "Toi khong quan tarn den ai se nhan 
dirgfc tien, nhimg neu hQ co dude chudng trinh cua toi (KRIS) 
tren cap, thi ai do se phai dude tra tien cho chuv$n nay." Ai do 
d day cuoi cung la ky tuc xa d Corpus Christi cua trtfdng Dai 
hQc Tong hqp A&M cf Texas, noi TCI da tai trd mQt khoan tien 
khong dude tiet 1q thong qua hQc bong. Doi Igi, ba cong ty 
truyen hinh da cung cho phep TCI phat l^i cac chirofng trinh 
cua minh. Vi^c tra tien vong veo cua TCI cf Corpus Christi 
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difye gift de co the duy tri myt cam nhan khong chac chan ve 
viyc ho san sang tra ti'en cho vice phat lyi cat* chirong trinh 6 
cac ndi khac. 

Myt so cube choi co mdi lien he difcmg nhien vdri nhau 
nhimg tot nhat doi veri ban la khicn chung khong co lien hy gi 
ca. Trudng hyp sau day se cho thay r&ng doi khi tot hon het la 
khong nen mcf ryng ph^m vi cuyc chtfi. 

Dung nhac den no 

Melanie, Giam doc dieu hanh cua myt cong ty dyt may 
16 n da rat ngyc nhien va vui miftig khi myt trong cac khach 
hang lafn cua ba ta gyi diyn va de nghj duyc tang detn dat hang 
cho nam do. Nguyc ve thang 1 nam do, Melanie da ky hyp 
dong ca nam ve cung cap cho khach hang nay theo myt mure 
gia co dinh. De doi lyti viyc duyc hudng mOfc gia khong doi do, 
khach hang da dong y chi mua hang cua Melanie. 

Tin vui la viyc kinh doanh cua khach hang dang tien 
trien rat tot va hy da nhin thay trude la hy can nhfeu hang 
htfn cho den cuoi nam. Tin khong vui la khach hang muon 
duyc giam gia 10% cho 16 hang them do. Melanie hyn se gyi 
diyn lai cho hy. 

Giam doc tai chinh ciia ba Melanie da eye lyc phan doi 
viyc giam gia. Khach hang da dong y vdi gia do va bay gid lai 
co gang tim each thUtfng luyng. Giam gia khong chi la hanh 
dyng vut ti’en di ngay horn nay ma no con tao ra myt ti'en ly 
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xau. Khach hang co the co y nghi rang cac hyp dong trong 
tiftfng lai luon co the dam phan lai. Tham chi t£ han, gia dude 
giam Tan nay co the sc trd thanh mdc gia lam can cOr cho cac 
Ian dam phan hyp dong ve sau. 

Thav vi chi vut tien di, Giam doc tai chinh de nghi lien 
hy viyc giam gia vcfi vi?c gia hyn hyp dong. Khach hang co the 
noi vdi Melanie viyc giam gia se giup hy tieu thu hang tot htfn 
va chong den thdi han de ky hyp dong mdi hem, nhdng t$i sao 
lgi de mgi thu 1 chi phy thuyc vao khach quan? Giam doc tai 
chinh de xuat vdi Melanie myt thoa thuyn boi thirdng: Khach 
hang sc nhan diryc giam gia, doi lai, hy se phai dong y gia hyn 
hyp dong hiyn tai them myt nam nda. 

Melanie nhin nhan de xuat nay nhir myt chien thuyt rat 
nguy hiem. Bay gid mdi la thang 7 va hyp dong hiyn tai van 
con hieu lyc nam thang nu*a. Trong nhutig dieu kiyn hinh 
thirdng, ba se con chiTa san sang thao lugn ve hyp dong nam 
sau cho den thang 11. De nghi myt danh doi co the se md ra 
van de nay ngay ngay hom nay va day la dieu ma ba khong 
muon phai lam nhat. 

Melanie biet rang thang 11 la thdi diem thich hyp de 
dam phan hyp dong mdi. Vao thdi diem kha muyn do, khach 
hang se phai chju myt ap l\Tc vi hy cam thay kho tim diryc 
ngirdi cung cap thay the co the giao hang ngay cho hy vao 
thang 1. Tuy nhien, neu Melanie bat dau vi§c dam phan hyp 
dong cho nam sau ngay tCr bay gid, khach hang se co nhieu 
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thang de danh gia can nhSc viec thay the. Day la nguyen nhan 
vi sao ba ta nghl rang tot nhat la chi thao luan vc vipc giam gia 
bay gib va giur cho vipc dam phan hpp dong nam sau cang xa 
cang tot. 

Melanie con co mpt ly do khac de duy tri hai cuqc chcri 
dpc 1 pp. Trong khi chiTa biet vipc difa hpp dong nam sau ra 
ban ngay bay gib co phai la khon ngoan hay khong thi ba con 
lo l£ng rang khach hang co the cam thay khong vui ve sp lien 
hp kieu nhir vay. 

Giam doc tai chinh chap nh$n lap luan cua Melanie, 
nhitng cho rang vipc nhtfpng bp vbi khach hang co the bien hp 
thanh nhutig chu meo dp bao. Nhimg Melanie xem xet van de 
theo mpt each khac: Ba se khong phan doi neu khach hang 
nghi ba nhtf mpt ngifbi de bj qua m$t. Khi thang 11 den, khach 
hang se cam thay ty tin hern binh thubng trade vipc dam phan 
hpp dong hang nam, va nhir v§y se it phong bj htfn. 

Melanie gpi lai cho khach hang va nhan manh r&ng hpp 
dong hipn tpi doi hoi hp phai mua toan bp san pham cua cong 
ty theo gia co djnh da dirpc thoa thu$n. Ba noi rSng ba vui 
mirng vi doanh nghipp cua hp dang tien trien tot va thpc long 
muon giup db hp. Nhtfng hp thpc si,r can giam gia bao nhieu? 
Khach hang tra ldi la 7%, va thutfng vp dupe giao ket 

Khi hpp dong cu het hgn, nhtfng cupc dam phan hpp 
dong mbi vao cuoi nam da di£n ra cang thang va keo dai cho 
den thang 12. Cuoi cung, khach hang de dpa se bo Melanie 
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neu ba khong dong y vcfi cac dieu kien cua hp. Melanie nhac 
nhd khach hang rang ho co the se phai xcm xet xem bang 
each nao hp co ditpc ngnon hang cung cap vao thang 1 nam 
sau. Khach hang nhan ra rang vao tliori diem qua muQn do 
hp thtfc stf khong co s\r lira chpn nao khac ngoai Melanie. 
Cuoi cung, Melanie da ky dircfc vcfi khach hang mpt hpp 
dong mdi nhieu nam theo cac dieu kipn ma ca hai ben cung 
co the chap nhyn dittfc. Gia ccf scr dupe duy tri nhir mure gia 
nam trutfc, va so lupng tang len so vcfi nam trupc la phan 
thirdng cho vipc giam gia. 

Bai tap tinh huong cuoi cung trong cuon sach se d\ra 
chung ta tPi ket thuc mpt chu ky hoan chinh. Chung ta da bat 
dau tim hieu PART vcfi cau chuypn cua Holland Sweetener 
tham gia vao thi trupng aspartame cua My sau khi ban quyen 
cua NutraSweet het hpn. Chung ta da thay Holland da giup 
Coke va Pepsi tiet kipm difpc ca tram tripu do la ma khong thu 
dupe gi cho chinh ban than minh. Do la ket thuc cua cupc 
chcfi. O day, chung ta se xem l$i diem bat dau cua cuqc chcfi 
khi no dupe chtfi cf chau Au. 

Sy cam d6 ngpt ngao 

Ban quyen cua NutraSweet P chau Au het han vao nam 
1987, nam nam tnfcfc khi no het hgn P My. Mac du thi trufPng 
aspartame P chau Au la nho va khong thyt gia tri, song cupc 
choi P chau Au la tin hipu quan trpng cho nhPng gi se di£n ra 
trong tittfng lai P My. 
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Holland Sweetener tham nhap thi trudng chau Au vdi 
mot nha may cong suat nho (chi 500 tan/nam). Day la mpt bp 
phan trong chien ludc Judo cua Holland. NutraSweet, ngudi 
chOi da co vj tri dircfc xac lap vutng chSe d chau Au, dang chiem 
hull thi trudng. Giam gia de tieu dipt nhtfng doi thu inch co the 
se phitong hai den NutraSweet nhieu hefn rat nhi'eu la nhudng 
lai mot so thi phan. Va, chi sau mpt khoang thdi gian ng&n klii 
Holland tham nhap thi trudng, NutraSweet da cat giam gia 
mpt each manh me, khai hoa cho mpt cupc chien ve gia. Cho 
tcVi dau nam 1990, gia aspartame d chau Au da giam ttf 70 
USD xuong con 22 den 30 USD/pound, va Holland da phai 
chju thipt h?i. 

Dau la muc dich ma NutraSweet htfdng den? Tren 
phirang dipn gia tri danh nghla, vipc c&t giam gia khong mang 
lpi mpt y nghia kinh te nao. Vipc c&t giam gia mpnh me da lam 
Nutra thipt tdi 80% lpi nhupn rong. Tot hefn la nen song va de 
cho ke khac cung song bang each nhifpng lpi mpt so thj phan. 

Nhtfng neu chi xem xet d thj trudng chau Au thi se. la 
thien cpn. NutraSweet da nhin xa hem cho den khi thi trudng 
My dirpc md ra. 500 tan cua Holland chi co the dap utag dirpe 
5% thi phan d do. Do tuy nhien chira phai la van de. Ma van de 
la d cho neu Holland kiem du'pc tien, hp hien nhien se bi loi 
cuon vao vipc md rpng thi trudng. NutraSweet da hy vpng se 
ngSt dirpe "bong hoa tulip” ngay khi mdi no mdi nhu len. 

Bang vipc gay chien d chau Au, NutraSweet da khdng 
cho Holland co dieu kipn giam chi phi va bop chet no b&ng lpi 
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5% thj phan d do. Do tuy nhien chtfa phai la v 3 Tn de. Ma van de 
la d cho neu Holland kiSm dtfdc tien, h<? hien nhien se bj loi 
cuon vao vi§c md rgng thj trudng. NutraSweet da hy vpng se 
ngat dude "bong hoa tulip 11 ngay khi mdi no nidi nhu len. 

B&ng vi§c gay chien d chau Au, NutraSweet da khong 
cho Holland co dieu ki£n giam chi phi va bop chet no b£ng ldi 
nhu$n. Th$m chi quan tr<?ng hon, phan dng quyet li£t cua 
NutraSweet da t^o ra mqt tien 1 $. Chien thu|t cua hQ dude 
thiet ke dS t^o ra nh£n thdc rang phan dng chong doi nhu* v$y 
se dirdc &p dyng cho tat ca nhtfng ngudi khac muon tham 
nh$p vao thj trirdng. Cugc chien gia ca d chau Au dude sd 
dpng nhtf m$t si/ canh bao cho bat cd ai co y djnh tham nh$p 
thj trirdng My sau nam 199 2 * Khong con nghi ngd gi nda, 
NutraSweet da hy vQng rang Holland se la mQt trong so nhdlng 
ngitdi nh$n dude thong di§p do. 

Thong di|p da dirdc gdi di, nhimg no c 3 n phai durgfc 
nh|n nhdthS nao? Co the NutraSweet ddn gian chi lam tro Ida 
phinh. Vice h<? da gay ra cu$c chien ve gia d chau Au khong co 
nghla la ho ch^c ch&n se lam dieu do d My. Ly do c&n ban de 
NutraSweet dau tranh d chau Au chi la de ng 5 n can sd tham 
nh£p cua doi thu vao thj trirdng My. Nhimg neu vi$c ngan can 
bi thJt b^i va mpt ai do vln tham nhap dirtfc vao thj tnrdng 
My thi ly do de phat d$ng cupc chien gia ca Tan thd hai se 
khong con ddng vutig. Tdi thdi diem do, NutraSweet cung se 
khong con thj tru*dng nao khac nda de bao v$. 
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D$t minh vao vj tri cua NutraSweet, Holland co the phat 
hipn ra r 3 ng NutraSweet co qua it dqng co de phat dpng cupc 
chien ve gia d thi trudng My. Thyc te, hp se bj mat rat nhieu. 
Thj trudng My, ldn gap ca chyc Tan thi trudng chau Au, duprc 
xem la qua sinh ldi de co the hy sinh cho cupc chien v£ gte ca. 

Cd theo logic nay, Holland da co thd an toan bo qua cupc 
chien gia ca d chau Au, md rpng cong suat va tham nhap thj 
trirdng My, Nhimg neu di tiep theo logic nay them mpt bifdc 
nufa thi cau hoi dat ra se la t$i sao khi ay NutraSweet da phai 
lam phien ha cho minh b&ng each gay chien d chau Au? Rat co 
the NutraSweet da khong that binh tinh va da khong tinh toan 
het tat ca. Cung co the hp v&n se khdi dong cu§c chien gia ca or 
My bang mpi each. Ho$c c6 le NutraSweet da thyc sy binh 
tinh va co tinh toan nhtfng nghi r&ng hQ co the thuyd't phyc 
Holland tin la khong phai nhtfvay. 

Lda phinh hay khong thi chidn thuat cua NutraSweet 
cung da co tac dyng. Cupc chien gia ca d chau Au da Mm cho 
Holland kho khSn hem trong vipc dieu chinh md rpng cong 
suat. Hq da meft tien d chau Au va gid day cac trien vpng d thj 
trudng My trd nen it xdn lan hem luc ban dau hp nghi. Ket qua 
la Holland da phai tri hoan cac ke hoach md rpng cua minh va 
cho den khi thj tnrdng My Mt dau md eda cho canh tranh vao 
cuoi n 5 m 1992, Holland chi co sy hipn di£n rfft han che d thj 
trudng nay. Si/ that la Coke va Pepsi da co kha nang sd dung 
sy hipn dipn m$c du chi la han che do cua Holland cK? dam 
phan mdc gia thap hern td NutraSweet, nhimg mdc gia mdi 
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Nha may nho ciia Holland da khdng co duyc higu qua 
nhu*chien liryc Judo. Ngiryc lyi, khdi dau rat nho, Holland da 
thu hut NutraSweet vao cuqc chien gia ca d chau Au. Co the 
cuqc chien chi la don phinh, nhifng ngay ca khi chi co myt kha 
nang rat nho la don phinh do co tac dyng thi cung da du cho 
NutraSweet. Chi phi cua NutraSweet tufcugc chien gia ca d thi 
trtfdng chau Au la khong dang ke so vdi kha nang ngan can, 
ho|c tham chi chi can tri hoan viyc canh tranh d thi trudng 
My. NutraSweet co dQng co 1 rat mynh trong viyc tyo ra mQt so 
lo ngyi hay sir khong chac chan, vdi mong muon ngan can vice 
Holland md rQng hoat dQng kinh doanh. 

Khi byn bat dau tham nhyp thi tnrdng chi vdi mpt cong 
suit nho, byn co the gap rui ro la ngirdi di tntdc se co glng 
danh byt byn ra khoi cuqc chdi. Thay vi vyy, hay xem xet cai 
dirdc gpi la "chien lirdc Sumo" sau day. Neu byn dyt myc tieu 
ldn, hay bit dau thyt ldn. Hay xay dyng mQt nha may ldn ngay 
td dau. Bing each nay doi thu di trifdc se khong tinh den viyc 
phan ting lyi m$t each quyet liyt de can ngan byn trong viyc 
md rQng sau do. 

5. Cupc chori ldn hem 

Bai hQc quan trpng nhat trong chtfcfng nay la moi cuqc 
chdi deu co cho trong mQt boi canh r$ng ldn hem. Do la dieu 
cho phep cac gidi hyn cua cuqc chdi co the md rQng hay don 
gian la dich chuyen. Ngay ca khi ngirdi chdi co ve nhtf thu hgp 
phym vi cuqc chcfi thi do cung la vi quyen lyc cua ngirdi chdi 
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trong mpt cupc chtfi Icfn hum cho phep ho ap dyng thu dogn 
do. Ban co the nghl rang b<in biet minh dang tham gia cuqc 
chcfi nao, nhirng cuyc chcri do iuc nao cung chi la m$t phan 
ciia mQt cugc chcfi khac Icfn hem. Day la mQt thong di£p tot do 
ket thuc churcmg nay. 


& dau d6 Juon luon co mot cuoc chai Ion horn. 



CHUONG IX 
sAn SANG THAY dOi 


Bay gio byn da co tat ca cac cong cy can thiet de ap dyng 
ly thuyet tro choi vao kinh doanh. Nhifng, nhif byn da nhyn 
thay, day mofi chi la sirkhcfi dau. Tiep sau do se la gi? 

Ly thuyet tro chcfi chi la mQt cong cy de ket hQp vao 
trong each suy nghi cua ban. Plato da timg noi rSng cuqc song 
khong co thu 1 thach thi khong dang gyi la cuqc song. Trong 
kinh doanh, byn co the noi cuqc chcfi khong co thir thach thi 
khong dang de chcfi. 

MQt khi byn b&t dau xem xet dieu byn dang lam tren 
quan di£m cua ly thuyet tro chcfi, ban se khong con cho rang 
m$t so dye tinh trong hoyt d$ng kinh doanh cua byn la dieu 
hien nhien. Byn se nhan thay rang byn khong can phai chap 
nhyn cuqc chcfi ma byn dang tham gia trong do. Stf nhyn biet 
nay ban than no da mang tinh giai phong. No cho phep byn 
nhin xuyen qua ben ngoai cac giefi hyn ve tinh tryng hiyn tyi 
cua ban, cho phep byn kiem tim nhtfng phan thtfcfng lefn hefn 
co the co dtfQc tu 1 viyc lam thay doi tro chcfi cua minh. 
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Ban co the tini ra ugay lap tire mpt so each de thay doi 
cuqc chcri sao cho co lo’i hofn. Ncu ban lam dupe dfeu nay, b^n 
se thay cac »6 life cua ban trong ap dung ly thuyet tro chcri vao 
thirc tien dupe den bu xdng dang. Nhimg b^in van chira lam 
dupe di'eu do. 

Thay doi cupc chcfi khong phai la cai ma ban muon lam 
mpt Tan roi quen ngav no di. Tot nhat b^n nen xem xct no nhtf 
mpt qua trinh dang tiep dien. Bat ke la ban da n&m lay cac cP 
hpi hipn tai mpt each thanh cong nhuthe nao, cac ccf hpi mdi 
van se con luon xuat hipn va se khien ban can thay doi cupc 
chcri mpt Tan nua de gianh dupe nhfrng lpi ich tot nhat tijr 
chung. Bat ke vi tri hipn tgi cua b$n an toan den mufc nao, cac 
thif thach se luon xuat hipn va se co the dupe giai quyet on 
thoa nhat bang vipc l^i thay doi cupc cho'i Tan nufa. 

Sau cung, nhuttg ngUdi cho’i khac cung se co gang thay 
doi cupc chcri. T)oi khi s\t thay doi cua hp mang lgi lpi ich cho 
ban, nhung cung co doi khi khong. Ban co the phai phan ting 
lai vdri nhurng thay doi nay bang each lai thay doi cupc chcri 
them mpt Tan nfta. G day khong bao gid co diem ket thuc cua 
tro chcri lam thay doi cupc chcri. 

Danh muc doi chieu cho thay doi cupc chori 

De giup ban thay doi cupc chcri hipu qua htfn, chung 
toi da lap ra mpt danh mpe cac cau hoi theo dang "tp chan 
doan M . Nhting cau hoi nay, dupe sap xcp theo mo hinh 
PARTS, tom lupc lai phan ldn cac tU lipu ban da dpc qua 
trong cuon sach nav. 
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Cau hoi ve Ngirofi chofi (P): 

Bgtn da ve M^ng gia trj cho 1 6 chfrc cua b^n, trong d6 co 
g&ng li$t ke ra nhutig ngircrt chtfi cang day du cang tot hay chira? 

Dau la cac ccf hpi cho hQp tac va canh tranh trong quan 
he cua ban vcfi khach h&ng, doi thu c^nh tranh va ngirofi bo trQ 
cua minh? 

B^n co muon thay doi nhom ngtfdi chtfi? D$c biet, 
nhutig ngufri mcfi nao ban muon dira them vao cuqc chcfi? 

Ai se la ngirofi diTQc hufrng 1 <fi neu ban tham gia cuqc 
chcfi? Ai la ngufri se chju thua thi£t? 

Cau hoi ve Gi& trj gia tang (A): 

Gia trj gia tang cua ban la nhtf the nao? 

Lam the nao ban co the ting gia trj gia t&ng cua minh? 
DJc bi£t, lieu ban co the tao ra nhufng khach h&ng va nha cung 
cap trung thanh hay khong? 

Gia trj gia tang cua nhutig ngircfi chcfi khac trong cuqc 
chofi la nhuf the nao? Ban co djnh han che gia trj gia tang cua 
hQ hay khong? 

Cau hoi ve Quy t&c (R): 

Nhumg quy tSc nao dang giup ban? Nhutig quy tac nao 
dang lam phirong h^ii den ban? 

Nhutig quy t 3 c mcfi nao ban muon co? DJc bi§t cac loai 
hQfp dong nao ban muon giao ket vcfi khach hang va nha cung 
cap cua minh? 



Pham vi 


Ban co du quyen lyfc de dtfa ra cac quy tac tren hay 
khong? Con ai khac ntfa co kha nang lam dao ngtfQc cac quy 
tac do khong? 

Cac cau hoi ve Chicn thu$t (T): 

Nhtfng ngirdi chtfi khac nhgn thufc nhu the nao ve cuqc 
chcfi? Nhufng cam nhan nay tac d<?ng the nao den cuqc chcfi? 

Nhung cam nh|n nao ban muon duy tri? Nhuftig cam 
nhan nao ban muon thay doi? 

Ban muon cuqc chtfi la ro rang hay map mcf? 

Cac cau hoi ve Phgjn vi (S): 

Pham vi hi$n tai cua cuqc chtfi la gi? Ban co muon thay 
doi no khong? 

Bgn co muon lien ket cuqc chcfi hi$n tai vafi cac cuqc 
chcfi khac hay khong? 

Ban co muon pha vb cac lien ket giufa cuqc chcfi hi£n t^ii 
va cac cuqc chcfi khac khong? 

Ban cang djt ra nhtfng cSu hoi n&y cho ban than minh 
niQt each khong ngau nhien, ma theo m§t trinh ty co ky luat, 
ban se cang tim thay nhieu co h$i de hoan thien tro choi cua 
bgn. Dieu quan trQng la phai suy nghl mQt each co phifefng 
phap ve viec lam thay doi cu$c chtfi. Day la mQt the mgnh Ibn 
cua each tiep c|n ly thuyet tro chcfi: No giup ban nhin thay 
tong the cuqc choi. 

Cai gi ban khong nhin thay, ban khong the thay doi 
duQc. B£ng vice xac djnh tat ca nhirng ngubi chcfi va sy* phy 




Ly thuyet tro chai trong kinh doanh 


thugc lan nhau giu'a hg, ly thuyet tro chdi se md rgng danh 
mgc cac chien luge cua ban de thay doi cugc chcri. Dong thdi, 
no giup ban danh gia tutig de xuat thay doi mot each tudng tan 
hdn va do vay dang tin cay hdn. No khuyen khich ban thuf 
defng tren quan diem cua nhuttg ngudi chdi khac de hieu dugc 
hg se phan dng vdi cac chien luge cua ban nhu the nao. Ngoai 
nigt cai nhin toan dign hdn, ban se nh§n dugc mpt danh sach 
cac chien luge phong phu hdn va co the dga vao do nhieu hdn. 

Mgt bite tranh rgng ldn horn ntta 

Bdi ly thuyet tro chofi dua ra dirge mpt but tranh day du 
hdn ve cac quan he kinh doanh, no da tranh dugc sy tap trung 
tuygt doi vao canh tranh, di’eu rat thudng b\ coi la dac tnmg 
trong cac chien luge kinh doanh. No thda nhan rang vige lam 
thay doi cugc chdi khong can sy tra gia cua ngUdi khac. No 
lam cho ban de dang hdn trong vige lya chgn mgt chien luge 
tot nhat cho minh, du la chien luge cung thing hay thing - 
thua. Die bigt, ly thuyet tro chgi da tranh dugc loi suy ngh! 
thien ve doi dau co the khi£n nhtfng ngudi chdi bo lor mat cac 
cd hgi cung thing. 

Suy nghT tren cd sd ca hgp tac lan canh tranh dong thdi 
da mang lai lgi ich cho rat nhieu doanh nghigp. Trong mot so 
tinh huong ma chung ta da thao lu^n trong cuon sach nay, danh 
bai doi thu canh tranh la chien luge tot nhat va ket qua la thing 
- thua. Nhung co nhutig tinh huong khac trong do chi£n luge tot 
nhat la co nhieu ngudi thing. Thyc te cho thay rat nhieu cau 
chuygn ve thanh cong trong cuon sach nay la cua cac cong ty da 





cong nh|n yeu to hop tac la m§t yeu to chu yeu trong thanh 
cong cua doanh nghiep khong kem gi canh tranh. Doi vdi ho, 
tim ra chien luoc dung dSn chu yeu la n&m trong vi$c phan loai 
cac thanh to canh tranh va hop tac trong c£c giao djch cua hp 
v6i nhtfrig ngtfdi chOi khac. Day chinh la di§u da cho phep ho 
thay doi difpc cupc choi theo htfcrng co \(fi cho minh. 

Quan diem tranh hop thtia nhan r&ng cac quan h§ kinh 
doanh co nhieu hern mpt khia canh. Ket qua la doi khi no co 
the co ve mang day nghjch ly. Nhimg day la mot phan trong 
cai da lam cho y tufrng ve canh tranh - hop tac trer thanh mpt y 
ttfcrng co anh htfdng rat manh. Do la so lac quan nhimg khong 
ngay thtf. N6 khuyen khich ban co nhutig hanh dong mao 
hiem, dong thdi giup ban thoat khoi nhimg cam bky. No 
khuyen khich ban chap nhan mpt thai do than thi£n doi veri 
nhufng ngtfdi chcri khac, dong thdi vim gilt cho ban co dtfdc 
nhufng suy nghi edng r&n va logic. 

Bang each chi ra con dtfdng den vdi nhdng ccr hpi mdi, 
canh tranh - hop tac khuyen khich tinh sang tao. Bang each 
nhan manh vao vi$c lam thay doi cupc chtfi, no khien cac 
doanh nghiep luon luon phai nhin ve phla trude. Khi doanh 
nghiop tim each \km cho chiec banh to hefn, dong thdi ho cung 
lam loi cho minh nhiBu hon va cam thay hai long hem vdi ban 
than. Bang each thach thde hoan canh hipn tai, canh tranh - 
hop tac cho ring bat ky dieu gi cung deu co the lam theo 
nhQtig each khac vk co the lam dtfoc tot hern. Day cung chinh 
la nhtfng thach thde chung toi d&nh cho ban, nhufng doc gia 
cua chung toi. 
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N ha kinh doanh thudng bj am anh bdi cau cham ngon: “Thuong tracing 
la chien trudng”. Theo do, se luon co ngudi thdng ke bai, bdi ta chi 
thanh cong chua du, phai lam sao cho ke khac that bai. The nhifng 
nha tai phipt ngan hang dau the ky XX, Bernard Baruch Ipi khuyen moi ngudi: 
“Khong can phai thoi tat ngon nen cua ngudi khac de minh toa sang". Kinh 
doanh la hdp tac khi can tpo ra chiec banh thj trudng, nhung se la canh tranh 
khi d§’n luc chia phan chiec banh do. No khong chi ddn thuan la chien trudng, 
no la mpt cuoc choi, khong nhat thiet thing - bai rach roi ma co khi cung 
thing, co khi cung thua. Van de d chd ta phai nhan dipn, phan loai ngudi choi, 
tuy nghi ting xd de co quyen luc manh nhat trong cuoc chdi. Ly thuyet tro choi 
trong kinh doanh nhSm hoa giai nhOng dieu vda neu, lam bien chuyen hoan 
toan each cam va nghi cua moi ngudi, trd thanh cong cu hOu hieu de bude vao 
ky nguyen hpi nhpp, toan cau hoa kinh te. Vi the, nam 1994, ba nha tien 
phong trong ly thuyet trd chdi la John Nash, John Harsanyi va Reihart Selten 
da dupe nhan Giai thudng Nobel Kinh te. 
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